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ABSTRACT
The p r i m a r y  purpose o f  t h i s  e x p l o r a t o r y  s t udy  was to  
d e t e r m i n e  wh e t he r  t h e r e  a r e  p e r c e i v e d  d i f f e r e n c e s  between the  
f u n c t i o n s  m i d d l e  managers in a bus i ness  e n t e r p r i s e  a c t u a l l y  pe r f or m  
and t he  f u n c t i o n s  these  m i d d l e  managers should or  should not  
i d e a l l y  p e r f o r m ,  a c c o r d i n g  t o  t o p ,  m i d d l e ,  and f i r s t - l i n e  s u p e r ­
v i s o r y  l e v e l  managers.
A n o t h e r  purpose o f  t h i s  s t udy  was t o  p r o v i d e  a d a t a  base
f rom whi ch mi d d l e  managers in t he  company may assess the  needs
a n d / o r  e x p e c t a t i o n s  o f  t h e  p o p u l a t i o n s  t o  be served in o r d e r  t o  
p r o v i d e  a p r i o r i t y  b a s i s  f o r  d e t e r m i n i n g  mi d d l e  manager compe­
t e n c i e s .  T h a t  i s ,  t o  p r o v i d e  a measure o f  management pe r f o r ma nc e .
To d e t e r m i n e  t h e  p e r c e i v e d  a c t u a l  and i d ea l  m i d d l e  manager  
r o l e s ,  a "Management  F u n c t i o n  and Role  Sur vey"  q u e s t i o n n a i r e  was 
des i gned  and a d m i n i s t e r e d  t o  t h r e e  groups:  29 top l e v e l  managers,
21A m i d d l e  l e v e l  managers ,  and 2 k 2  s u p e r v i s o r y  l e v e l  managers.  The 
t h r e e  groups were sampled f rom t he  t h r e e  f u n c t i o n a l  a r e a s  o f  manage­
ment :  p r o d u c t i o n ,  m a r k e t i n g ,  and f i n a n c i a l .  The respondents
t o t a l e d  A52 ( 3 k  p e r c e n t ) .  On t he  q u e s t i o n n a i r e ,  the r espondents
i n d i c a t e d  t h e i r  p e r c e p t i o n s  o f :  (1)  what  t he  m i d d l e  manager a c t u a 11y
does ,  and ( 2 )  how much the m i dd l e  manager  idea 11y should do t h i s .
By u t i l i z i n g  t he  computer  process  d e l i n e a t e d  in the  
S t a t i s t i c a l  Package f o r  t h e  S o c i a l  S c i e n c e s , responses t o  each o f
t he  a c t i v i t y  i tems were  summed, and means were computed f o r  each  
i t em.  I terns f rom the  q u e s t i o n n a i r e  which p o i n t e d  up a d i s c r e p a n c y  
between the  a c t u a l  and i d e a l  mi dd l e  manager  r o l e s  were r e p o r t e d  
when s t a t i s t i c a l l y  s i g n i f i c a n t .  The s t a t i s t i c a l  p r ocedur e  used was 
a c h i - s q u a r e  a n a l y s i s  a t  t he  . 05  l e v e l  o f  s i g n i f i c a n c e .  Ranking  
o f  t h e  m i d d l e  manager a c t i v i t i e s  was compared f o r  each management  
l e v e l .  C o r r e l a t i o n  between the a c t u a l  and i de a l  m i dd l e  manager  
r o l e s  by the  v a r i o u s  management l e v e l s  was t e s t e d  us i ng  t he  Spearman 
r a n k - o r d e r  c o e f f i c i e n t .
The ma j o r  c o n c l u s i o n s  drawn f rom t h i s  s t udy  were  t h a t  t he  
r espondent  groups p e r c e i v e d  s t a t i s t i c a l l y  s i g n i f i c a n t  d i s c r e p a n c i e s  
between the  m i d d l e  managers '  a c t u a l  and i d e a l  r o l e s .  G e n e r a l l y ,  
a l l  r espondent  groups r e p o r t e d  s t a t i s t i c a l l y  s i g n i f i c a n t  d i s c r e p ­
a n c i e s  between the a c t u a l  and i d e a l  m i dd l e  manager  r o l e s  on 85 
p e r c e n t  o f  the surveyed a c t i v i t i e s .  In a l l  f u n c t i o n s  and a c t u a t i n g  
a c t i v i t y  a r e a s ,  the  r espondent  groups f e l t  t he  m i d d l e  manager  
shoul d  i d e a l l y  be d o i ng  more t han t hey  p e r c e i v e d  him t o  be d o i n g .
On bot h  t he  I n t r a g r o u p  and i n t e r g r o u p  c o mpar i so ns ,  t h e  Spearman 
r a n k - o r d e r  c o e f f i c i e n t  r e v e a l e d  a h i gh  degr ee  o f  c o r r e l a t i o n  between  
t h e  a c t u a l  and i dea l  m i d d l e  manager ' s  r o l e s  as p e r c e i v e d  by t he  
t h r e e  l e y e l s  o f  management .
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Ch apt e r  I 
INTRODUCTION
Management r o l e  d e f i n i t i o n  has been a t t e m p t e d  in t he  
l i t e r a t u r e .  However ,  the  d i f f i c u l t y  o f  s e t t i n g  g u i d e l i n e s  f o r  
j o b  d e s c r i p t i o n s  o f  m i d d l e  managers in i n d i v i d u a l  companies is  
a p p a r e n t .  A l t ho u g h  g u i d e l i n e s  can be se t  by ac a de mi c i a n s  and 
t h e o r i s t s ,  t h e i r  g u i d e l i n e s  must n e c e s s a r i l y  be br oad.  To be 
p r a c t i c a l ,  t he  g u i d e l i n e s  must t a k e  i n t o  account  t he  i n d i v i d u ­
a l i t y  and p e c u l i a r i t i e s  o f  t he  p a r t i c u l a r  company;  t h e y  need t o  
be s p e c i f i c .
One o f  t he  commonly advocat ed  methods f o r  e s t a b l i s h i n g  
r e q u i s i t e s  and o b j e c t i v e s  f o r  management ,  e d u c a t i o n a l ,  and 
deve l opment  programs is t o  conduct  a "needs a s s e s sm e n t . "
The te rm "needs assessment"  r e f e r s  t o  d e t e r m i n i n g  t he  
needs o f  a p a r t i c u l a r  t a r g e t  group.  M i d d l e  management is t he  
t a r g e t  group chosen f o r  t h i s  s t u d y .  A f t e r  d e t e r m i n i n g  t h e  needs 
o f  t h e  t a r g e t  g r ou p ,  one o r  more o b j e c t i v e s  can be deve l oped  t o  
implement  t he  process  o f  me e t i ng  t h e  s t a t e d  needs.  From t h e s e  
o b j e c t i v e s ,  compet enc i es  and s p e c i f i c  a c t i v i t i e s  may be g e n e r a t e d  
t o  upgr ade  t he  m i d d l e  ma na g e r ' s  p e r f o r ma n c e .
The s e q u e n t i a l  phases o f  a s s es s i n g  needs a r e  t h e  f o l l o w i n g  
(A c c o u n t a b i l i t y  in Guidance S e r v i c e s : 19 7 3 ) :
1. I d e n t i f y  t h e  d e c i s i o n  makers .
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2.  I d e n t i f y  t he  p o p u l a t i o n ( s )  t o  be se r ved  (sample  
s e l e c t i o n ) .
3 .  I d e n t i f y  t h e  a r ea s  o f  concern o f  t he  p o p u l a t i o n ( s )  
t o  be served  ( i n s t r u m e n t  d e v e l o p m e n t ) .
C o l l e c t  d a t a  us i ng  a s y s t e m a t i c  approach ( q u e s t i o n ­
n a i r e  a d m i n i s t r a t i o n ) .
5.  Deve l op  a system f o r  u t i l i z i n g  the  c o l l e c t e d  d a t a  
( d a t a  a n a l y s  i s ) .
A f t e r  t he  needs assessment  is c o m p l e t e d ,  t he  c o l l e c t e d  
d a t a  o f  t h i s  s t udy  should  be used t o  d e v e l op  and s e t  p r i o r i t i e s  
f o r  t he  m i d d l e  manager ' s  a c t i v i t i e s  based on t h e  i d e n t i f i e d  
needs and t h e i r  p e r c e ?ved r e l a t i v e  i mp o r t a n c e .  O b j e c t i v e s  a r e  
then  dev e l o p e d  f rom t h e  l i s t  o f  p r i o r i t i e s ;  a c t i v i t i e s  t o  a c h i e v e  
t he  o b j e c t i v e s  a r e  a p p l i e d ;  and f i n a l l y ,  t he  program is  
c o n t i n u a l l y  r e v i e w e d ,  based on t he  f i n a n c i a l  and t i m e  l i m i t a t i o n s  
o f  t he  s u b j e c t  company o r  o r g a n i z a t i o n .  T h i s  s t udy  does not  
a t t e m p t  t o  s e t  p r i o r i t i e s  but  i n v e s t i g a t e s  o n l y  t he  f i v e  
s e q u e n t i a l  phases o f  t he  needs assessment  p r o c e d u r e .  The  
purpose o f  t h i s  s t udy  is t o  f orm a d a t a  base f rom whi ch  
p r i o r i t i e s  can be s e t .
Through i d e n t i f y i n g  t he s e  needs ,  m i d d l e  management w i l l  
have a b a s i s  f o r  d e t e r m i n i n g  p r i o r i t i e s  and f o r  d e v e l o p i n g  
compet enc i es  t o  meet  the  s t a t e d  needs.  The needs assessment
3
process  is not  an e v a l u a t i o n  o f  t he  m i d d l e  manager ' s  pe r f ormance  
but  is a measure o f  t he  p e r c e i v e d  e x p e c t a t i o n s  o f  t he  popu­
l a t i o n s  t o  be served  by the  m i dd l e  manager .
T h i s  needs assessment  p r o c e d u r e ,  as o u t l i n e d  above,  
formed the  b a s i s  o f  p r o c e d ur e  f o r  t he  p r e s e n t  s t udy  o f  t he  r o l e  
and f u n c t i o n  o f  t he  m i d d l e  managers in an ae r o s p a c e  f i r m  as 
p e r c e i v e d  by t op  management ,  s u p e r v i s o r y  management ,  and mi dd l e  
managers t he ms e l v e s .
Purpose o f  t h e  Study  
The purpose  o f  t h i s  s t udy  was t o  d e t e r m i n e  t h e  a c t u a l  and 
i d e a l  r o l e  and f u n c t i o n s  o f  t he  m i d d l e  managers o f  a n a t i o n a l l y  
known ae r o s p a c e  company as p e r c e i v e d  by t h e i r  p u b l i c s .  In t he  
s t udy  t he  m i d d l e  managers and t h e i r  p u b l i c s  ( t o p  management ,  
m i d d l e  management ,  and s u p e r v i s o r y  management)  were asked t o  i n d i ­
c a t e  what  f u n c t i o n s  m i d d l e  managers a c t u a l l y  p e r f o r m.  In 
a d d i t i o n ,  t h e s e  p u b l i c s  were asked t o  i n d i c a t e  t o  what  degr ee  t he  
m i d d l e  managers shoul d  o r  should  not  i d e a l l y  p e r f o r m  t h e  s t a t e d  
f u n c t i o n s .  From t h i s  i n v e s t i g a t i o n ,  a d a t a  base was p r o v i de d  f o r  
f u t u r e  recommendat ions o f  p r i o r i t i e s  o f  a c t i v i t i e s  needed in 
u pg r a d i n g  t h e  p e r f o r ma n c e  o f  m i d d l e  managers.
I mpor t ance  o f  t he  Study  
T h i s  i n v e s t i g a t i o n  is i m p o r t a n t  because i t  seeks:
1. To assess  t he  p e r c e i v e d  s t a t u s  o f  m i d d l e  manager
b
a c t i v i t i e s  in a bus i ness  e n v i r o nme nt  by s u r v e y i n g  both t h e  m i dd l e  
managers t hemse l ves  and some o f  t h e  p u b l i c s  ser ved  by t he  m i d d l e  
manager .
2.  To d e t e r m i n e  t he  p e r c e i v e d  e x t e n t  o f  m i dd l e  manager  
a c t i v i t y  in c e r t a i n  a r e a s  o f  r o l e  pe r f o r ma n c e .
3-  To r e s o l v e  the  c o n f u s i o n  c o n c e r n i n g  t h e  mi dd l e  
managers '  r o l e s  and f u n c t i o n s .
b .  To p r o v i d e  a needs assessment  by which t o  d e t e r mi n e  
p r i o r i t i e s  o f  m i dd l e  managers in a bus i ness  e n v i r o n m e n t .
5.  To meet  t he  need f o r  such a s t udy  o f  m i d d l e  manager  
r o l e  and f u n c t i o n  in a bus i ness  e n v i r o n m e n t ,  because t h e r e  has 
been no r e s e a r c h  o f  t h i s  n a t u r e  p r i o r  t o  t h i s  s t ud y .
L i m i t a t i o n s  o f  t he  Study
The ma j o r  l i m i t a t i o n  o f  t h i s  s t udy  as p r e s e n t l y  des i gned  
was t h e  c o n s t r a i n t  p l a c e d  on the  g e n e r a l i z a t i o n s  p o s s i b l e  f rom  
t h e  r e s u l t s .  Responses were l i m i t e d  t o  one a e r o sp ace  f i r m .  
However ,  t he  t o t a l  management p o p u l a t i o n  o f  t he  f i r m  was a p p r o x i ­
m a t e l y  650 and gave s u f f i c i e n t  sample s i z e s  o f  each p u b l i c  f o r  
e v a 1uat  i o n .
Because o f  t he  l i m i t a t i o n s  o f  t i me  and r e s o u r c e s ,  a l l  
p u b l i c s  who a r e  served  by m i d d l e  management were  not  s u r veye d .  
Excluded f rom t h i s  s t udy  were s t a f f  p e r s o n n e l ,  no n - un i o n
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empl oyees ,  union empl oyees ,  v e n d o r s ,  and o t h e r  p u b l i c s  o u t s i d e  
t he  f i r m .
Due t o  t he  n a t u r e  o f  a t t i t u d e  measures and t he  q u e s t i o n ­
n a i r e  f o r m a t ,  t he  s t udy  was l i m i t e d  t o  t he  a n a l y s i s  o f  responses  
t o  i tems in t he  i n s t r u me n t  employed and in no way d e a l t  w i t h  
a c t u a l  b e h a v i o r .  Co nc l us i on s  drawn f rom t h e  r e s u l t s  o f  t he  s t udy  
were n e c e s s a r i l y  d e s c r i p t i v e  and t e n t a t i v e  in n a t u r e  and were  
l i m i t e d  t o  t h e  sample.
D e f i n i t i o n  o f  Terms
Role and f u n c t i o n s : " R o l e "  and " f u n t i o n "  a r e  used
synonymously t o  d e s i g n a t e  the  i n d i v i d u a l ' s  e x p e c t e d  b e h a v i o r  
p a t t e r n  in h i s  p o s i t i o n  in t he  o r g a n i z a t i o n a l  system.
Act  i v i t y : A c t i v i t i e s  a r e  i n t e r p r e t e d  as d e t a i l  d u t i e s  
o r  b e h a v i o r  p a t t e r n s  whi ch l ead t o  t he  r e a l i z a t i o n  or  a c h i e v e ­
ment o f  t he  management f u n c t i o n s  ( A l l e n ,  1 9 7 3 ; 2 5 ~ 2 6 ) .
Top l e v e l  ma n a g e r : Top l e v e l  managers a r e  c o n s i d e r e d
t o  be any d i r e c t o r ,  g e n e r a l  manager ,  v i c e  p r e s i d e n t ,  p r e s i d e n t ,  
c h i e f  e x e c u t i v e  o f f i c e r  o r  e q u i v a l e n t .
M i d d l e  l e v e l  ma n ager s : M i d d l e  l e v e l  managers a r e  t i t l e d
as manager ,  c h i e f  o r  f a c t o r y  s u p e r v i s o r .
S u p e r v i s o r y  l e v e l  ma n a g e r s : S u p e r v i s o r y  l e v e l  managers
i n c l u d e  t he  f i r s t  l e v e l  o f  s u p e r v i s i o n  w i t h  d i r e c t  r e s p o n s i ­
b i l i t y  f o r  a t  l e a s t  two n o n - s u p e r v i s o r y  s u b o r d i n a t e s ,  such as t h e  
f o r e m a n .
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A c t u a l  r o l e  and f u n c t i o n  o f  t he  m i d d l e  ma nag er : The
a c t u a l  m i d d l e  manager  r o l e  is a response by t he  sampled popu­
l a t i o n  o f  t h e  s p e c i f i c  management b e h a v i o r s  be i ng  p e r f or med  by 
t h e  m i d d l e  manager  a t  t h e  t i me  o f  t he  s t ud y .
I d e a l  r o l e  and f u n c t i o n  o f  t he  m i d d l e  ma nager : The
i d e a l  m i d d l e  manager  r o l e  is a r e p o r t  by t he  sampled p o p u l a t i o n  
o f  t he  s p e c i f i c  management b e h a v i o r  in whi ch s u b j e c t s  b e l i e v e  
t h e  m i d d l e  manager  shoul d  be engaged a t  t h e  t i me  o f  t h e  s t u d y .
Needs a s s e s s m e n t : A p r o c e d u r e  t o  d e t e r mi n e  t he  needs 
a n d / o r  demands o f  a p a r t i c u l a r  t a r g e t  group in o r d e r  t o  d e v e l o p  
c ompe t a n c i e s  and o b j e c t i v e s  f o r  i m p l e m e n t a t i o n  o f  mee t i n g  t h e  
s t a t e d  needs.
O r g a n i z a t i o n  o f  t he  Study  
C h a p t e r  I p r e s e n t s  t h e  background f o r  t he  prob l em be i ng  
i n v e s t i g a t e d .  Emphasis is p l a c e d  on t he  r a t i o n a l e  f o r  a needs 
assessment  t o  d e f i n e  t h e  m i d d l e  ma na ge r ' s  r o l e  and f u n c t i o n  in a 
company e n v i r o n m e n t .  Ch a p t e r  I I  p r o v i d e s  a summary o f  r e l a t e d  
l i t e r a t u r e  c o n c e r n i n g  t h e  pr ob l em and p r o v i d e s  t he  b a s i s  f o r  t he  
r o l e  and f u n c t i o n  sur v e y  f o r  t h e  s t u d y .  The d e s i g n  o f  t he  s t udy  
and t h e  p r oc e d u r e s  used a r e  p r e s e n t e d  in C hap t e r  I I I .  C hap t e r  IV 
r e p o r t s  t h e  f i n d i n g s  o f  t h e  Management Role  and F u n c t i o n  Survey  
a l o n g  w i t h  t h e  a n a l y s i s  and i n t e r p r e t a t i o n  o f  t h e  f i n d i n g s .  The  
c o n c l u s i o n s  and recommendat ions f o r  f u r t h e r  s t udy  o f  t he  i n v e s t i ­
g a t i o n  a r e  c o n t a i n e d  in C h a p t e r  V.
C hapt e r  I !
REVIEW OF THE LITERATURE
The purpose o f  t h i s  s t u d y  is t o  d e t e r m i n e  t he  p e r c e i v e d  
a r e a s  f o r  emphasis in o r d e r  t o  upgrade t h e  f u t u r e  p e r f o r mance  o f  
t h e  m i d d l e  manager .  A sur v e y  o f  t he  l i t e r a t u r e  was u nde r t a k e n  
in an e f f o r t  t o  i n v e s t i g a t e  some g e n e r a l  o b s e r v a t i o n s  r e g a r d i n g  
t h e  r o l e  o f  t h e  m i d d l e  manager and t o  c l a s s i f y  the  ma j o r  f u n c t i o n s  
and a c t i v i t i e s  in whi ch managers g e n e r a l l y  engage.  F u r t h e r ,  t he  
i n t e n t  o f  t h i s  l i t e r a t u r e  sear ch  was t o  d e v e l o p  a r o l e  and 
f u n c t i o n  management taxonomy as a f ramework  f o r  t he  i n v e s t i g a t i o n  
and deve l opment  o f  t he  i n s t r u me n t  used in t h i s  s t u d y .  The 
l i s t i n g  o f  t h e  f u n c t i o n s  and a c t i v i t i e s  ( T a b l e  k ) , a l t h o u g h  in 
no way e x h a u s t i v e  nor  a l l - i n c l u s i v e ,  summarizes t hose  ma j o r  
f u n c t i o n s  and a c t i v i t i e s  c o n s i s t e n t l y  found in t he  l i t e r a t u r e  
whi ch  would be c o n s i d e r e d  r e l e v a n t  t o  the  c l a r i f i c a t i o n  o f  t he  
r o l e  o f  managers.
The r e v i e w  is d i v i d e d  i n t o  two d i v i s i o n s :  r e v i e w  o f
r e l a t e d  t h e o r e t i c a l  l i t e r a t u r e  and r e v i e w  o f  r e l a t e d  e m p i r i c a l  
s t u d i e s .  At  t h e  end o f  each d i v i s i o n ,  t a b l e s  o f  t he  man ager ' s  
r o l e  and f u n c t i o n s  whi ch  were  c o n s i s t e n t l y  found in t he  l i t e r a ­
t u r e  a r e  summarized ( Ta b l e s  2 and 3 ) •
A l t ho u g h  a sea r ch  o f  t h e  l i t e r a t u r e  r e v e a l e d  th.pt  t he
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r o l e  and f u n c t i o n  o f  managers in ge ne r a l  have been e x p l o r e d  
both in dept h  and b r e a t h ,  l a c k  o f  r e s e a r c h  w i t h  a f ocus  on the  
mi d d l e  manager  was n o t ed ,  p o i n t i n g  t o  a d e f i n i t e  need f o r  f u r t h e r  
r e s e a r c h .
Review o f  T h e o r e t i c a l  S t u d i e s
S i n c e  t he  i n i t i a l  p u b l i c a t i o n  in 1918 o f  Henr i  F a y o l ' s  
c l a s s i c  wo r k ,  A d m i n i s t r a t i o n  I n d u s t r i e l l e  e t  Genera l e  ( B o b b i t ,  
e t  a l . ,  197^;  32 - 3 5 ) ,  p r a c t i o n e r s  and m a n a g e r i a l  s c h o l a r s  have  
c o n t i n u o u s l y  a t t e m p t e d  t o  d e f i n e  more c l e a r l y  t he  work o f  a 
manager .  Fayol  is c r e d i t e d  w i t h  be i ng  t he  f i r s t  person to  
c o n c e p t u a l i z e  t h e  management process  as b e i ng  a s e r i e s  o f  i n t e r ­
r e l a t e d  f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  commanding,  c o n t r o l l i n g ,  
and c o o r d i n a t i n g .  T h i s  f u n c t i o n a l  approach i s  t h e  most domi nant  
one u t i l i z e d  t o  e x p l a i n  t h e  management process  and is w i d e l y  used 
in management c l a s s e s ,  management deve l opment  pr ogr ams,  and 
management t e x t b o o k s .
In r e v i e w i n g  t he  l i t e r a t u r e  o f  a u t h o r s  s i n c e  F a y o l ,  one 
f i n d s  t h a t  s u b s t a n t i a l  t i me  and space have been de v o t e d  t o  t r y i n g  
t o  d e f i n e  t he  o c c u p a t i o n a l  b e h a v i o r s  o f  management .  Whereas Fayol  
b u i l t  h i s  a d m i n i s t r a t i v e  management t h e o r y  around t he  f i v e  f u n c t i o n s  
o f  p l a n n i n g ,  o r g a n i z i n g ,  commanding,  c o n t r o l l i n g ,  and c o o r d i n a t i n g ,  
R. C. Dav i s  ( 1 9 6 4 ;  153)  c o n c e n t r a t e d  h i s  " o r g a n i c "  t h e o r y  i n t o  t he  
t h r e e  f u n c t i o n s  o f  p i a n n i n g , o r g a n i z i n g ,  and c o n t r o l l i n g .  Dav i s
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p o s i t e d  t h a t  t h e s e  o r g a n i c  f u n c t i o n s  must  be per f or med  "somewhere,  
somehow, by someone,  a t  some t i m e ,  in o r  f o r  t he  o r g a n i z a t i o n .  
O t h e r w i s e ,  t he  o r g a n i z a t i o n  w i l l  cease  t o  f u n c t i o n  e c o n o m i c a l l y  
and e f f e c t i v e l y . "
Tannenbaum ( W o l f , 1 S G k ; 5 - 16) p r e s e n t ed  a s y n t h e s i s  o f  the con­
cep t  o f  t he  manager  f rom a l i t e r a t u r e  sea r ch  in 19^9.  In r e v i e w i n g  
some r e p r e s e n t a t i v e  w r i t e r s  t o  t h a t  t i m e ,  Tannebaum gave e i g h t  
p r i n c i p a l  reasons whi ch  h e l p  t o  e x p l a i n  the  weaknesses o f  many o f  
t he  f o r m u l a t i o n s  o f  t h e  f u n c t i o n s  o f  management by d i f f e r e n t  
w r i t e r s .  These reasons wer e :  (1)  l a c k  o f  t he  deve l opment  o f
r e l a t e d  t h e o r y ;  ( 2 )  d i s s i m i l a r i t y  o f  t e r m i n o l o g y  used t o  d e s i g n a t e  
t he  f u n c t i o n a l  c o n c e p t s ;  ( 3 )  a m b i g u i t y  o f  t e r m i n o l o g y  used in the  
d i f f e r e n t  c o n c e p t s ;  ( k )  d i f f i c u l t y  in d e t e r m i n i n g  e x a c t l y  what  a 
g i v e n  w r i t e r  b e l i e v e s  t he  f u n c t i o n s  o f  managers a r e ;  (5)  p r e ­
s e n t i n g  management f u n c t i o n s  as i tems whi ch  in f a c t  a r e  not  
f u n c t i o n s  a t  a l l  but  a r e  e i t h e r  t e c h n i q u e s ,  a c t i v i t i e s ,  o r  t asks  
o f  managers;  (6)  c o n f u s i n g  m a n a g e r i a l  f u n c t i o n s  w i t h  t he  ma nager i a l  
p r o c e s s ;  (7)  o f t e n  p r e s e n t i n g  management f u n c t i o n s  s u b j e c t i v e l y  
r a t h e r  t han in o b j e c t i v e  t e r ms ;  and (8)  i n t e r m i x i n g  t he  ma n a g e r i a l  
f u n c t i o n s  and the  o p e r a t i o n a l  f u n c t i o n s  o f  an e n t e r p r i s e .  In 
r e v i e w i n g  t he  l i t e r a t u r e  f o r  t h i s  s t u d y ,  some t w e n t y - e i g h t  yea r s  
have passed and t he  same reasons f o r  t he  l a c k  o f  concensus a r e  
a p p a r e n t  t o d a y .
Some o f  t he  w r i t e r s  s e l e c t e d  by Tannenbaum were  a n a l y z e d
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as examples o f  t h e s e  weaknesses .  He p r e s e n t ed  t he  t h e s i s  t h a t
a l l  m a n a g e r i a l  a c t i v i t i e s  a r e  i n c l uded  in t he  f u n c t i o n s  o f
o r g a n i z a t i o n ,  d i r e c t i o n ,  and c o n t r o l .  The g r ou p i ng  o f  t he
f u n c t i o n s  o f  managers was based on t h e  p r e s e n t a t i o n s  o f  the
v a r i o u s  w r i t e r s  i n v e s t i g a t e d .  Tannebaum' s l i s t  o f  t h e  rev i ewed
f u n c t i o n s  o f  o t h e r  a u t h o r s  was as f o l l o w s :
O r g a n ?z a t i o n - - i m p l i e s  an a r r a ng e me nt  in which a l l  u n i t s  
a r e  so r e l a t e d  t o  each o t h e r  t h a t  t hey  may work as a 
w h o l e ,  each u n i t  h a v i n g  i t s  p r o p e r  t a s k  t o  p e r f o r m;  
and " t o  o r g a n i z e "  means t o  a r r a n g e  o r  c o n s t i t u t e  in 
i n t e r d e p e n d e n t  p a r t s ,  each h a v i ng  a s p e c i a l  f u n c t i o n ,  
a c t ,  o f f i c e ,  o r  r e l a t i o n  w i t h  r e s p e c t  t o  t h e  whole  
(19*19; 2 3 3 - 2 3 6 ) .
O r g a n i z a t i o n  a c t i v i t i e s  i n c l u d e  t he  o b j e c t i v e  o f  the  
e n t e r p r i s e  and t he  d e t e r m i n a t i o n  o f  t he  r e l a t i o n s h i p s  t h a t  a r e  
t o  e x i s t  among t he  s p e c i a l i z e d  u n i t s  in an e n t e r p r i s e  expressed  
in terms o f  a u t h o r i t y  and r e s p o n s i b i l i t y  and a r e  e s t a b l i s h e d  by 
d e l e g a t  i o n .
D i r e c t  i o n - - p r o v  ides a mechanism f o r  t he  a t t a i n m e n t  o f  
p ur p ose .  I n c l u d e d  in d i r e c t i o n  a r e  t he  a c t i v i t i e s  o f  
b u d g e t i n g ,  p o l i c i e s ,  p r o c e d u r e s ,  p r a c t i c e s ,  methods,  
r u l e s ,  r e g u l a t i o n s ,  r o u t i n e s ,  s c h e d u l e s ,  i n s t r u c t i o n s ,  
s p e c i f i c a t i o n s ,  d e s i g n s ,  e t c .
C o n t r o l - - ? s t h e  mechanism f o r  t h e  use o f  f ormal  
a u t h o r i t y  and t o  a s s u r e  t he  a t t a i n m e n t  o f  the  purposes  
o f  a c t i o n  by t h e  methods and p r oc e dur e s  whi ch have 
been d e v i s e d  (19*49; 236-2*10)  .
Tannebaum 1 i s t s  "command" as a ma n a g e r i a l  t e c h n i q u e  used in
c o n n e c t i o n  w i t h  t h e  e x e c u t i o n  o f  a l l  t he  o t h e r  t h r e e  f u n c t i o n s  o f
management .  F i n a l l y  i t  was noted t h a t  " c o o r d i n a t i o n "  appeared
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as a f u n c t i o n  in many o f  t h e  s o ur ces .  Tannenbaum l i s t s  o r g a n i ­
z a t i o n ,  d i r e c t i o n ,  c o n t r o l ,  and command as s o l e l y  m a n a g e r i a l  
f u n c t i o n s .  The f i f t h  group o f  f u n c t i o n s  a l o n g  w i t h  c o o r d i n a t i o n  
a r e  not  c o n s i d e r e d  as s o l e l y  ma n a g e r i a l  f u n c t i o n s  but  a r e  c l a s s i f i e d  
as n on- manager i a  1 f u n c t i o n s .
The management process  was v iewed as a sequence o f  f u n c t i o n s ,  
and the  ma j or  a c t i v i t i e s  l i s t e d  f o r  each o f  t h e s e  f u n c t i o n s  by C l a r k  
Caskey in 1963-  The l i s t  was:  ( l )  p l a n n i n g ,  whi ch i s t he  who,  wh a t ,
wher e ,  when,  why,  how, and i f  and is r e l a t e d  t o  a l l  t h e  management  
f u n c t i o n s .  P l a n n i n g  i s  s e l e c t i n g  f rom a l t e r n a t i v e  s o l u t i o n s  t o  
d e v e l o p  courses  o f  a c t i o n ;  (2)  o r g a n i z i n g ,  whi ch d e a l s  w i t h  o r g a n i ­
z i n g  p e o p l e ,  j o b s ,  and f a c i l i t i e s  t o  a cco mpl i sh  t h e  p l anned  t a s k  
e f f i c i e n t l y  and e f f e c t i v e l y ;  (3)  d i r e c t i n g  i n v o l v e s  co mmuni ca t i on ,  
c o u n s e l i n g ,  j o b  a s s i g n m e n t ,  t r a i n i n g ,  m o t i v a t i n g ,  and d i s c i p l i n i n g ;  
and ( k )  c o n t r o l l i n g ,  whi ch is e s t a b l i s h i n g  s t an d a r d s  and measur i ng  
p e r f o r ma n c e .
The o b j e c t i v e  o f  a s tudy  by Mi l i man (1963)  was t o  demon­
s t r a t e  t he  u s e f u l n e s s  o f  a g e n e r a l  systems approach t o  t he  a n a l y s i s  
o f  ma n a g e r i a l  f u n c t i o n s .  T h i s  approach u t i l i z e d  t he  communi cat i on  
n e t wo r k ,  power s t r u c t u r e ,  and t he  o p e r a t i n g  s t r u c t u r e  w i t h i n  an 
o r g a n i z e d  b e h a v i o r  system t o  a n a l y z e  t h e  b a s i c  management f u n c t i o n s  
o f  p l a n n i n g ,  o r g a n i z i n g ,  d i r e c t i n g ,  and c o n t r o l l i n g .  P l a n n i n g  is 
t he  d e t e r m i n a t i o n  o f  i n p u t - o u t p u t  r e l a t i o n s h i p s  f o r  a c t i v i t i e s
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un de r t a k e n  w i t h i n  t h e  o p e r a t i n g  subsystem.  O r g a n i z i n g  i n v o l v e s  
t he  c ommuni ca t i on ,  power and o p e r a t i n g  s t r u c t u r e s  t o  f a c i l i t a t e  
goal  a t t a i n m e n t  t h r ough  f u l f i l l m e n t  o f  p l a n s .  D i r e c t i n g  is r e l a t e d  
t o  " .  . . t h e  power s t r u c t u r e  o f  s u p e r i o r - s u b o r d i n a t e  r e l a t i o n s h i p s ,  
t he  o p e r a t i n g  s t r u c t u r e  whi ch  l i n k s  members f o r  o p e r a t i n g  pur poses ,  
and t h e  communicat ion s t r u c t u r e "  ( 1963 ;  1 3 8 ) .  F i n a l l y ,  c o n t r o l l i n g  
is reward and s a n c t i o n  r e s u l t i n g  f rom t h e  power subsystem and 
f eed back  as an a s p e c t  o f  t h e  communicat ion subsystem.  " C o n t r o l s  
a r e  a p p l i e d  w i t h i n  t h e  o p e r a t i n g  subsystem and t o  i n s u r e  the  
s u r v i v a l  o f  t h e  system" ( 1 9 6 3 ;  1 3 8 ) .
In t he  a r t i c l e  " P r i n c i p l e s  o f  Management , "  Rober t  Egar
( 1964;  5 2 ) looked a t  management as " .  . . t h e  f u n c t i o n  by which t h e
o b j e c t i v e s  o f  an o r g a n i z a t i o n  a r e  o b t a i n e d  t h r o u g h  c o o p e r a t i v e
a c t i o n . "  Management was br oken down i n t o  f i v e  "p h a s e s " :
C r e a t i v e  p l a n n i n g  o r  c hoos i ng  o b j e c t i v e s  and then  
d e t e r m i n i n g  t he  p o l i c i e s ,  progr ams,  p r o c e d u r e s ,  sys t ems,  
and methods n e c e s s a r y  t o  a c h i e v e  t h e s e  o b j e c t i v e s .
O r g a n i z i n g  i n c l u d e s  ( a )  d e c i d i n g  what  a c t i v i t i e s  a r e  
needed t o  c a r r y  out  t h e  o b j e c t i v e s ;  (b)  g r o u p i n g  t he s e  
a c t i v i t i e s  i n t o  w o r k a b l e  u n i t s ;  (c)  a s s i g n i n g  r e s po n­
s i b i l i t y ;  and,  (d)  most  i m p o r t a n t ,  d e l e g a t i n g  
nec e s s a r y  a u t h o r i t y .
S t a f f i n g  i n v o l v e s  s e e i n g  t h a t  p o s i t i o n s  p r o v i d e d  f o r  a r e  
a d e q u a t e l y  f i l l e d .  I t  i n c l u d e s  not  o n l y  h i r i n g  but  
a p p r a i s a l ,  t r a i n i n g ,  and o t h e r  a c t i v i t i e s  n e c e s s a r y  t o  
t h e  accompl i shment  o f  t he  company's o b j e c t i v e s  t h r ough  
pe o p 1e.
D ? r e c t  ing is g e t t i n g  employees t o  do what  you want  them 
t o  do.  I t  i n v o l v e s  c ommun i c a t i on ,  m o t i v a t i o n ,  and 
d i sci  p i i n e .
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C o n t r o l 1 ing t a k e s  two f o r ms ,  p o s i t i v e  and n e g a t i v e .
P o s i t i v e  c o n t r o l  t r i e s  t o  see t h a t  company o b j e c t i v e s  
a r e  reached .  N e g a t i v e  c o n t r o l  t r i e s  t o  p r e v e n t  
a c t i v i t i e s  t h a t  mi ght  hamper t he  company' s p r ogr ess  
t oward  t h e s e  o b j e c t i v e s .
The a u t h o r  s t a t e s  t h a t  t h e s e  f undament a l  p r i n c i p l e s  cannot  be
ignored  w i t h o u t  g r e a t  p e r i l  t o  t h e  manager  a n d / o r  company.
George R. T e r r y  ( 1964 )  d e f i n e d  management as a d i s t i n c t
u n i v e r s a l  p rocess  c o n s i s t i n g  o f  p l a n n i n g ,  o r g a n i z i n g ,  a c t u a t i n g ,
and c o n t r o l l i n g  p e r f o r med  t o  d e t e r m i n e  and accompl i sh  o b j e c t i v e s .
His  management f u n c t i o n s  and r e l a t e d  a c t i v i t i e s  a r e  p r e s e n t e d  as:
P l a n n i n g  t o  d e t e r m i n e  t he  o b j e c t i v e s  and t h e  courses  
o f  a c t i o n  t o  be f o l l o w e d . A c t i v i t i e s  i n c l u d e  ob­
j e c t i v e s ,  p o l i c i e s ,  p r oc e du r e s  and methods e s t a b l i s h m e n t ,  
and f o r e c a s t i n g .
O r g a n i z i n g  t o  d i s t r i b u t e  work among t he  group and t o  
e s t a b l i s h  and r e c o g n i z e  needed a u t h o r i t y . Th i s 
i n v o l v e s  work d i v i s i o n ,  work ass i gnment  and a u t h o r i t y  
d e l e g a t  ion .
A c t u a t i n g  t h e  members o f  t he  group t o  c a r r y  ou t  t h e i r  
p r e s c r i b e d  t a s k s  e n t h u s i a s t i c a l l y . L e a d e r s h i p ,  
c ommu ni c a t i o n ,  and i n c e n t i v e s  were  a c t i v i t i e s  l i s t e d  
under  a c t u a t i n g .
C o n t r o l l i n g  t h e  a c t i v i t i e s  t o  conf orm w i t h  t h e  p l a n s .
I nc l u d e d  in t h i s  f u n c t i o n  were  t he  a c t i v i t i e s  o f  
r e p o r t i n g ,  making c ompa r i s on s ,  c o s t s ,  and budgets  
( 1964 ;  5 2 - 5 3 ) .
Ac c o r d i ng  t o  Loui s  A.  A l l e n  ( 19 6 4 ;  6 6 - 6 7 ) ,  "Management  is 
b e s t  under s t ood  as a u n i f i e d  group o f  f u n c t i o n s  made up o f  a c t i v i ­
t i e s  whi ch a r e  me a s u r a b l e  and t r a n s f e r a b l e ,  can be c l a s s i f i e d ,  and 
must be l e a r n e d  l i k e  o t h e r  s k i l l s . "  F u r t h e r  he d e f i n e d  f u n c t i o n s  
as a " .  . . group o f  r e l a t e d  k i n ds  o f  management work made up o f
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a c t i v i t i e s  whi ch a r e  c l o s e l y  r e l a t e d  t o  one a n o t h e r  and whi ch have
c h a r a c t e r i s t i c s  in common d e r i v e d  f rom t he  e s s e n t i a l  n a t u r e  o f  t h e
work  t o  be d o n e . "  Thus each f u n c t i o n  is composed o f  a group o f
r e l a t e d  a c t i v i t i e s  which a r e  t h e  b a s i c  c a t e g o r y  o f  m a n a g e r i a l  work .
The a u t h o r  l i s t s  t h e  management f u n c t i o n s  a l o n g  w i t h  t h e  r e l a t e d
a c t  i v i t  i es a s :
P 1ann i ng  w i t h  t he  a c t i v i t i e s  o f  f o r e c a s t i n g ,  
e s t a b l i s h i n g  o b j e c t i v e s ,  programming,  s c h e d u l i n g ,  
b u d g e t i n g ,  e s t a b l i s h i n g  p r o c e d u r e s ,  and d e v e l o p i n g  
p o l i  c i es .
Organ i z i ng w i t h  t h e  r e l a t e d  a c t i v i t i e s  o f  d e v e l o p i n g  
o r g a n i z a t i o n a l  s t r u c t u r e ,  d e l e g a t i n g  a u t h o r i t y ,  and 
e s t a b l i s h i n g  r e l a t i o n s h i p s .
Lead i n g , which c o n s i s t s  o f  d e c i s i o n  maki ng ,  
c o mmuni ca t i ng ,  m o t i v a t i n g ,  s e l e c t i n g  p e o p l e ,  and 
d e v e l o p i n g  p e o p l e .
C o n t r o l  1 i n g , whi ch i n c l u d e s  t h e  a c t i v i t i e s  o f  
e s t a b l i s h i n g  p e r f o r ma n c e  p r o c e d u r e s ,  pe r f or mance  
me a s u r i n g ,  p e r f o r ma n c e  e v a l u a t i n g ,  and per f or mance  
c o r r e c t  i ng.
These f u n c t i o n s  and a c t i v i t i e s  a r e  bot h  independent  and i n t e r ­
r e l a t e d  a c c o r d i n g  t o  A l l e n .
C. G u l i c k  in 1936 i n t r o d u c e d  management f u n c t i o n s  in t he  
f orm o f  POSDCORB whi ch s t ands  f o r  the  f u n c t i o n s  o f  P l a n n i n g ,  
O r g a n i z i n g ,  S t a f f i n g ,  D i r e c t i n g ,  C o o r d i n a t i n g ,  R e p o r t i n g ,  and 
Bu d g e t i n g .  The purpose o f  POSDCORB was t o  p r o v i d e  an o r d e r l y  and 
p r e c i s e  methodology  in whi ch  t he  a d m i n i s t r a t i v e  l e a d e r s h i p  
f u n c t i o n s  would be v i e w e d ,  s t u d i e d ,  and p r a c t i c e d .  Brown ( 1966)  
b e l i e v e d  t h a t  POSDCORB, s t r i c t l y  s p e a k i n g ,  does not  encompass a l l
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o f  t h e  f u n c t i o n s .  He t hen  proceeded t o  l i s t  in a d d i t i o n  t o  some 
o f  t he  f u n c t i o n s  in POSDCORB o t h e r  " a c t i v i t i e s . "  Hi s  l i s t  was 
as f o l l o w s :  (1)  d e v e l o p i n g  purposes and o b j e c t i v e s ;  ( 2 )  s e t t i n g
frames o f  r e f e r e n c e ;  (3)  f o r e c a s t i n g  and p l a n n i n g ;  ( 4 )  a r r a n g i n g  
f o r  f i n a n c i n g ;  (5)  o r g a n i z i n g ;  ( 6 )  o b t a i n i n g  and d e v e l o p i n g  
p e r s o n n e l ;  (7)  c o o r d i n a t i n g  and i n f o r m i n g ;  (8)  g u i d i n g  and 
l e a d i n g ;  (9)  s u r v e y i n g  pe r f o r ma n c e  and a u d i t i n g ;  ( 10 )  t e s t i n g  
and e v a l u a t i n g ;  ( l l )  a d j u s t i n g  and i n t e g r a t i n g ;  and ( 12)  i n s u r i n g  
p r o p e r  e x t e r n a l  r e l a t i o n s h i p s .
A l s o  in 1966,  S t a n l e y  Bryan formed a m a t r i x  o f  management  
f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  d i r e c t i n g ,  a d m i n i s t e r i n g ,  and 
c o n t r o l l i n g  versus  t h e  f a c t o r s  i n v o l v e d  in t h e  management p r o c e s s .  
The f a c t o r s  were e n v i r o n m e n t ,  m i s s i o n ,  s t r u c t u r e ,  d e c i s i o n ,  
o p e r a t i o n ,  and human. In each one o f  t h e s e  c o m b i n a t i o n s  t he  a u t h o r  
l i s t e d  t he  management a c t i v i t i e s  wh i c h  a r e  i n c l ud e d  in T a b l e  k  
( 1 9 6 6 ; 3 3 ).
In 1968,  Ne a l y  and F i e d l e r  d e a l t  s p e c i f i c a l l y  w i t h  the  
l e a d e r s h i p  f u n c t i o n  o f  managers .  The r o l e  and f u n c t i o n s  o f  
mi d d l e  managers were compared w i t h  t hose  o f  f i r s t - l i n e  s u p e r v i s o r s  
and t op  managers.  Ac c o r d i n g  t o  t h e  a u t h o r s ,  t h e o r y ,  t r a i n i n g  
p r a c t i c e s ,  and e m p i r i c a l  s t u d i e s  d i s a g r e e  on t h e  p a r t  t h a t  the  
m i dd l e  manager  p l a y s  in l a r g e  o r g a n i z a t i o n s .  They suggest ed  t h a t  
a s h i f t  in l i t e r a t u r e  r e s e a r c h  emphas i z e  change f rom t h e  group t o  
t he  o r g a n i z a t i o n  as a u n i t  o f  a n a l y s i s .  F u r t h e r ,  t h e y  recommended
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a change f rom t he  s t udy  o f  m a n a g e r i a l  p e r s o n a l i t y  t o  t h e  s tudy  
o f  ma n a g e r i a l  f u n c t i o n s  as a means o f  i d e n t i f y i n g  a t  each  
o r g a n i z a t i o n a l  l e v e l  t he  c o mb i na t i o n s  o f  l e a d e r s h i p  and s i t u a t i o n a l  
f a c t o r s  conduc i ve  t o  o r g a n i z a t i o n a l  pe r f o r ma n c e .
A c l o s e d  loop f e e d b a c k  system was proposed by R i char d  
Goodman ( 1968 )  as a f ramework  f o r  t he  management process  and 
ma na ge r i a l  f u n c t i o n s .  The proposed system c o n s i s t e d  o f  f o u r  
s e c t i o n s ,  whi ch  a r e  i n p u t ,  p l a n n i n g ,  o p e r a t i n g ,  and c o n t r o l .
Go a l s ,  r e s o u r c e s ,  and e n v i r o n m e n t  were  t he  sources  o f  i nput  f o r  
each manager .  The p l a n n i n g  s e c t i o n  was s u b d i v i d e d  i n t o  subgoal  
s e t t i n g ,  o r g a n i z i n g ,  a l l o c a t i n g ,  and s y s t e m a t i z i n g .  These  
a c t i v i t i e s  end in a p l an  o f  a c t i o n .  The o p e r a t i n g  s e c t i o n  con­
s i s t e d  o f  t h e  a c t i v i t i e s  o f  m o t i v a t i n g ,  l e a d i n g ,  d i r e c t i n g ,  
t r a i n i n g ,  and c o o r d i n a t i n g .  These o p e r a t i o n s  r e s u l t  in t h e  
accompl i shment  o f  work .  The f o u r t h  s e c t i o n  o f  t he  c l o s e d  loop  
system was c o n t r o l l i n g  o r  compar i ng  whi ch c o n s i s t s  o f  m o n i t o r i n g  
u t i l i z a t i o n  o f  r es o u r c e s  and m o n i t o r i n g  p r o g r e s s .  Feedback loops  
a r e  connect ed  f rom the c o n t r o l l i n g  s e c t i o n  t o  t he  c o o r d i n a t i n g  
endeavor  in t he  o p e r a t i n g  s e c t i o n ,  t o  t he  a l l o c a t i n g  process  or  
subgoal  ass i gnment  in t h e  o p e r a t i n g  s e c t i o n  and t o  t he  source  
o r  i n pu t  f o r  the  whol e  system.  Thus ,  a c c o r d i n g  t o  t h i s  f ramework  
o f  management ,  t he  f u n c t i o n s  o f  management c o n s i s t s  o f  p l a n n i n g ,  
o p e r a t i n g  or  a c t u a t i n g ,  and c o n t r o l l i n g .  Ac c o r d i n g  t o  t he  
m a j o r i t y  d e f i n i t i o n  o f  p l a n n i n g ,  t h i s  d e f i n i t i o n  would c o n s i s t
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a l s o  o f  t he  i np u t s  which Goodman e n v i s i o n s  as a s e p a r a t e  s e c t i o n .
In an a r t i c l e  by Koontz ( 1 9 6 9 ) ,  he suggest ed a model by 
whi ch t he  b a s i c s  o f  management may be s e p a r a t e d  f rom non- manager i a  1 
f a c t o r s .  F i r s t ,  Koontz p r e s e n t e d  and a n a l yz e d  two o t h e r  models  
whi ch he contended were  not  s u i t a b l e  in s e p a r a t i n g  s c i e n c e  f rom  
p r a c t i c e .  The Farmer -Richman model denot es  t he  e l ement s  o f  t he  
management p rocess  as p l a n n i n g ,  o r g a n i z i n g ,  s t a f f i n g ,  d i r e c t i n g ,  
c o n t r o l l i n g ,  and p o l i c y  making In t h e  o p e r a t i n g  a r e a s .  The 
N e g a n d h i - E s t a f e n  model d e p i c t s  p l a n n i n g ,  o r g a n i z i n g ,  s t a f f i n g ,  
d i r e c t i n g  and m o t i v a t i n g ,  and c o n t r o l l i n g  as e l ement s  o f  t he  
ma n a g e r i a l  p r o c e s s .  Koontz proposed t h a t  t he s e  two ma n a g e r i a l  
" p r a c t i c e s "  a r e  a p p r o a c h e s ,  t e c h n i q u e s ,  o b j e c t i v e s ,  p o l i c i e s ,  and 
programs whi ch can be d e f i n e d  as t o o l s  u t i l i z e d  in a l l  o f  the  
b a s i c  f u n c t i o n s  o f  t he  management p r o c e s s .  K o o n t z ' s  proposed  
model c o n t a i n s  t he  f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  s t a f f i n g ,  
d i r e c t i n g ,  c o n t r o l l i n g ,  and c o o r d i n a t i n g .
In 1969 ,  Maneck S. Wadi a d e f i n e d  t h e  management p rocess  
as a complex i n t e r r e l a t i o n s h i p  o f  t he  f u n c t i o n s  o f  p l a n n i n g ,  
o r g a n i z i n g ,  m o t i v a t i n g ,  i n n o v a t i n g ,  and c o n t r o l l i n g .  As was the  
case w i t h  F a y o l ,  t h e r e  a r e  f i v e  f u n c t i o n s  d e s c r i b e d  by Wadia.
Both a u t h o r s  d e s c r i b e d  t he  p l a n n i n g ,  o r g a n i z i n g  and c o n t r o l l i n g  
f u n c t i o n s  in a s i m i l a r  manner .  Whereas Fayol  proposed t he  
f u n c t i o n s  o f  commanding and c o o r d i n a t i n g ,  Wadia proposed  
m o t i v a t i n g  and i n n o v a t i n g  as management f u n c t i o n s .
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In answer i ng  t he  q u e s t i o n  "What  is Management?" E r n s t  
Da l e  i n c r e a s e d  F a y o l ' s  f i v e  f u n c t i o n s  t o  seven,  but  a g a i n  t he  
p l a n n i n g ,  o r g a n i z i n g ,  and c o n t r o l l i n g  a r e  b a s i c  f u n c t i o n s .  Da l e  
p r e s e n t e d  t h e  management f u n c t i o n s  as p l a n n i n g ,  o r g a n i z i n g ,  
s t a f f i n g ,  d i r e c t i o n ,  c o n t r o l ,  i n n o v a t i o n ,  and r e p r e s e n t i n g .  He 
s t a t e d  t h a t  " .  . . t he  r e l a t i v e  i mpor t ance  o f  t h e  f u n c t i o n s  
v a r i e s  a t  d i f f e r e n t  t imes and d i f f e r e n t  p l a c e s "  ( 1969 ;  6 ) .  
A c t i v i t i e s  under  s t a f f i n g  i n c l u d e  not  o n l y  s e l e c t i o n  and p l a c e ­
ment but  p e r f o r mance  a p p r a i s a l  and t r a i n i n g  as w e l l .  I n n o v a t i o n  
is e s s e n t i a l l y  a process  o f  r e p l a n n i n g ,  r e o r g a n i z i n g ,  and 
i mp l ement i ng  t he  changed p r oc e d u r e s .  R e p r e s e n t i n g  i n v o l v e s  t h e  
o r g a n i z a t i o n ' s  c o n t a c t  w i t h  t he  o u t s i d e  w o r l d ,  i . e . ,  i t s  p u b l i c  
r e l a t  i o n s .
A l e c  MacKenzie  ( 1971)  p r e s e n t e d  a d i ag r a m showing t he  
a c t i v i t i e s ,  f u n c t i o n s ,  and b a s i c  e l e me n t s  o r  t a s k s  o f  t he  
e x e c u t i v e ' s  j o b .  These f u n c t i o n s  and a c t i v i t i e s  were  p r e s e n t e d  
as f o l l o w s :
P l a n : p r e d e t e r m i n e  a cour se  o f  a c t i o n  i n c l u d i n g  the
a c t i v i t i e s  t o  d e v e l o p  p o l i c i e s ,  s e t  p r o c e d u r e s ,  
b u d g e t ,  program,  deve l op  s t r a t e g i e s ,  s e t  o b j e c t i v e s ,  
f o r e c a s t ,  and s t a n d a r d i z e  methods.
Organ i z e : a r r a n g e  and r e l a t e  work  f o r  e f f e c t i v e
accompl i shment  o f  o b j e c t i v e s .  A c t i v i t i e s  l i s t e d  
were  e s t a b l i s h  p o s i t i o n  q u a l i f i c a t i o n s ,  c r e a t e  
p o s i t i o n  d e s c r i p t i o n s ,  d e l i n e a t e  r e l a t i o n s h i p s ,  
and e s t a b l i s h  o r g a n i z a t i o n  s t r u c t u r e .
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S t a f f : s e l e c t i n g  q u a l i f i e d  p e o p l e  t o  do t he
work .  A c t i v i t i e s  a r e  t o  s e l e c t ,  o r i e n t ,  t r a i n ,  
and d e v e l o p  p e o p l e .
D i r e c t : t o  b r i n g  about  p u r p o s e f u l  a c t i o n  toward
d e s i r e d  o b j e c t i v e s .  I nc l uded  a r e  t h e  a c t i v i t i e s  
t o  d e l e g a t e ,  m o t i v a t e ,  c o o p e r a t e ,  manage d i f f e r e n c e s ,  
and manage change.
C o n t r o l : ensur e  p r o g r e s s  t oward  o b j e c t i v e s
a c c o r d i n g  t o  p l a n .  The m a na g e r i a l  a c t i v i t i e s  a r e  
t o  e s t a b l i s h  a r e p o r t i n g  syst em,  d e v e l o p  per f or mance  
s t a n d a r d s ,  measure r e s u l t s ,  t a k e  c o r r e c t i v e  a c t i o n ,  and 
reward ( 1971 ;  8 0 - 8 7 ) .
In 1971,  f rom a r e v i e w  o f  t h e  l i t e r a t u r e ,  E r v i n  W i l l i a m s  
( 1971 ;  27)  summarized t he  management f u n c t i o n s ,  whi ch a r e  
i n c l u d e d  in T a b l e  3-  I nc l u d e d  in h i s  c a t e g o r i z a t i o n  were  A l l e n ,  
D a l e ,  R. C. D a v i s ,  D r u c k e r ,  F a y o l ,  F l i p p o ,  Gener a l  E l e c t r i c ,  
Koontz  and O ' D o n n e l l ,  M c F a r l a n d ,  Mee,  Moore ,  N a t i o n a l  Management  
A s s o c i a t i o n ,  Newman, No r t h  Amer i can A v i a t i o n ,  S t u l l ,  Tannebaum,  
T e r r y ,  Wadia ,  and t he  U n i t e d  S t a t e s  A i r  Force  s t u d y .  W i l l i a m s '  
c l a s s i f i c a t i o n  showed c ompl e t e  agreement  among t he  a u t h o r s  
r e v i e w e d ,  c o n c e r n i n g  t he  p l a n n i n g ,  o r g a n i z i n g ,  and c o n t r o l l i n g  
f u n c t i o n s .  A f o u r t h  c a t e g o r y  i n c l u d e d  such f u n c t i o n s  as l e a d i n g ,  
i n n o v a t i n g ,  d i r e c t i n g ,  m o t i v a t i n g ,  co mmu n i c a t i n g ,  commanding,  
i n t e g r a t i n g ,  and a c t i v a t i n g .  A l l  o f  t h e s e  f u n c t i o n s  in W i l l i a m s '  
f o u r t h  c a t e g o r y  a r e  i n c l u d e d  as a c t i v i t i e s  under  t he  a c t u a t i n g  
f u n c t i o n  in the  f ramework  u t i l i z e d  in t h i s  s t u d y .
S i nce  t he  b e g i n n i n g  o f  t h e  management c oncept  e a r l y  in 
t he  t w e n t i e t h  c e n t u r y ,  t h e r e  has been a g r a d u a l  deve l opment  and
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e v o l u t i o n  o f  t h e  management f u n c t i o n s .  A c c o r d i n g  t o  W i l l i a m s ,  
t h e r e  seems t o  be w i d e s p r e a d  agreement  on p l a n n i n g ,  o r g a n i z i n g ,  
and c o n t r o l l i n g  w i t h  each hav i ng  a c l o s e  c o n c e p t u a l  c o n t e n t .  
O r i g i n a l l y  t h e  r e s t  o f  t h e  ma na ge r ' s  j o b  was p a r t  o f  a s i n g l e  
f u n c t i o n  o f  "command" borrowed f rom t he  m i l i t a r y  o r g a n i z a t i o n .  
Si nce  t h i s  e a r l y  concept  o f  command, t h e r e  has been a g radua l  
e v o l u t i o n  in c 1 a s s i f i c a t i o n  o f  t h i s  a r e a  o f  t he  management  
f u n c t i o n s .  The a r ea  o f  s i g n i f i c a n t  change is p r i m a r i l y  in t he  
management f u n c t i o n  a r e a  o f  m o t i v a t i o n .  M o d i f i c a t i o n s  o f  t he  
" o r g a n i c "  f u n c t i o n s  o f  management a l o n g  w i t h  changes suggested  
by W i l l i a m s  ( 1971 ;  27)  a r e  shown in T a b l e  I .
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T a b l e  I
E v o l u t i o n  o f  Or g a n i c  Management F un c t i o n s
E a r l y  concept s  borrowed  
f rom m i l i  t a r y
Plan Organ i ze Command D i sc i p 1 i ne
Management process  d e f i n e d  
by F a y o l ,  a businessman
Pl an Organ i ze Command 
Coord i n a t e
Co n t r o l
F u r t h e r  m o d i f i c a t i o n P lan Organ i ze D i r e c t Cont ro l
M o d i f i e d  by b e h a v i o r a l  
i n f 1uence
P lan Organ i ze Mot i v a t e C o n t r o l
Recent  m o d i f i c a t i o n  by 
bus i ness
P 1 an Organ i ze 1 n t e g r a t e Measure
Suggested f u r t h e r  
mod i f  i c a t  i on
Pl an Organ i ze Ach i eve Appra i se
S o u r c e :
Erwin W i l l i a m s ,  "The Management Process f rom a F u n c t i o n a l  
P e r s p e c t i v e :  POCD?, POIM?,  POAA?," A t l a n t i c  Economic Rev i ew,  2 1 ,
A p r i l ,  1971,  P. 27.
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Edward Curcuru ( 1972)  approached t h e  f u n c t i o n s  o f  
management thr ough  t h e  d i f f e r e n t  r o l e s  he p l a y s  in t h e  bus i ness  
s i t u a t i o n .  A new employee is h i r e d  as a s p e c i a l i s t  o r  t e c h n i c i a n  
or  " s p e c i a l i s t - t o - b e . "  T h i s  s p e c i a l i s t  r o l e ,  a f t e r  a t r a i n i n g  
p e r i o d ,  may r e s u l t  in p r omot i on  t o  a s u p e r v i s o r y  o r  ma n a g e r i a l  
p o s i t i o n .  At  t h i s  s t a ge  t he  i n d i v i d u a l  adds t h e  r o l e s  o f  team 
member,  l e a d e r ,  p u b l i c  r e p r e s e n t a t i v e ,  and a s s i s t a n t  t o  h i s  
s u p e r i o r .  N e x t ,  i f  s u c c e s s f u l  as a s u p e r v i s o r ,  an i n d i v i d u a l  
may become a manager ,  a t  whi ch t i m e  in a d d i t i o n  t o  t he  r o l e s  
a t t a i n e d  as a s u p e r v i s o r ,  he is r e q u i r e d  t o  t a k e  on t h e  r o l e s  as 
an o r g a n i z a t i o n  p o l i t i c i a n  and a c o r p o r a t e  c i t i z e n .  In a d d i t i o n  
t he  manager has h i s  r o l e  as head o f  a f a m i l y  o u t s i d e  t h e  work  
e n v i r o n m e n t .  The a u t h o r  suggest ed t h a t  t he  manager use the  
approach o f  l i s t i n g  h i s  v a r i o u s  r o l e s  and t r y i n g  t o  d e t e r m i n e  
what  h i s  p r e s e n t  i nvo l vement  is t h r o u g h  a c c o u n t i n g  o f  t i m e  in 
each r o l e .
Thomas P e t i t  ( 1972 )  suggested a systems approach t o  
o b t a i n  a g e n e r a l  t h e o r y  o f  management by d e v e l o p i n g  a p a t t e r n  o f  
a c t i v i t i e s  t h a t  a p p l i e d  t o  managers .  He s t a t e d  t h a t  " A l l  managers  
p e r f o r m  t he  f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  s t a f f i n g ,  d i r e c t i n g ,  
and c o n t r o l l i n g "  ( 19 7 2 ;  3 3 ) -  The a u t h o r  suggest ed  t h a t  t h i s  
approach " .  . . p l ac e s  t h e  emphasis on p r i n c i p l e s  t o  be used as 
g u i d e l i n e s  in c a r r y i n g  out  t h e s e  f u n c t i o n s ,  r a t h e r  than  how t h e s e
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f u n c t i o n s  a r e  i n t e r r e l a t e d  in d i f f e r e n t  s i t u a t i o n s "  ( 1972 ;  3 * 0 -
When t h e  i n t e r r e l a t i n g  or  c o o r d i n a t i n g  a c t i v i t y  o f  managers was
looked a t  f rom a systems p o i n t  o f  v i e w ,  t h e  f o l l o w i n g  s e t  o f
p a t t e r n s  o f  management a c t i v i t i e s  emerged:
D e c i s i o n  M a k i n g : d e c i d i n g  what  is t o  be done,
how i t  is t o  be done,  and who is t o  do i t .
P 1a n n i n g : d e t e r m i n i n g  whi ch  g o a l s  t he  system
should work toward and how t he y  a r e  t o  be 
ach i e v e d .
Des i g n : d e s i g n i n g  t h e  system so t h a t  i t  can
a c h i e v e  t he  g o a l s .
C o n t r o l : d e t e c t i n g  and c o r r e c t i n g  t he  d e v i a t i o n s
f rom d e s i r e d  system p e r f o r ma n c e .
A d a p t a t  i o n : m o d i f y i n g  t he  system t o  meet
e x t e r n a l  c h a l l e n g e s  and t h r e a t s  and t o  t a k e  
a dvant age  o f  o p p o r t u n i t i e s  p r o v i de d  by the  
env i r o n me n t .
Leader sh i  p : m o t i v a t i n g  members o f  t h e  system t o
p er f o r m t h e i r  r o u t i n e  d u t i e s  and t o  respond t o  
unusual  s i t u a t i o n s  c a l l i n g  f o r  e x t r a  e f f o r t  
( 1972 ;  3 3 ) .
He conc l udes  t h a t  t h e  systems approach o f f e r s  a b a s i s  f o r  a 
g e n e r a l  t h e o r y  o f  management because i t  f ocuses  on t he  systems  
c o o r d i n a t i o n  f u n c t i o n s  o f  d e c i s i o n  maki ng ,  p l a n n i n g ,  d e s i g n ,  
a d a p t a t i o n ,  and l e a d e r s h i p .  The system concept  d e a l s  w i t h  t h e  
n a t u r e  o f  each o f  t he  f u n c t i o n s  and t h e i r  i n t e r r e l a t i o n s h i p s .
In a d d i t i o n ,  t h e  system t h e o r y  . . would d i s t i n g u i s h  among 
managers in terms o f  t h e i r  l e v e l  in t h e  management h i e r a r c h y  
and t h e i r  o r g a n i z a t i o n a l  r e s p o n s i s b i 1 i t i e s , and i t  would
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i n d i c a t e  t h e  i n f l u e n c e  o f  t hese  f a c t o r s  on t he  manager ' s  mix  
o f  systems c o o r d i n a t i o n  f u n c t i o n s "  ( P e t i t ,  1972;  3 * 0 .
in 1973,  Loui s  A l l e n  c l a r i f i e d  management t e r m i n o l o g y  
t o  e n ab l e  t h e  c l a s s i f i c a t i o n  o f  t he  f undamenta l  r e q u i r eme n t s  
o f  t he  p r o f e s s i o n a l  management p r ocess .  Work was d e f i n e d  as 
t he  a p p l i c a t i o n  o f  ener gy  t o  change t he  n a t u r e  or  t h e  c o n d i t i o n  
o f  t h i n g s  so as t o  a ccomp l i sh  d e s i r e d  r e s u l t s .  Work was then  
c l a s s i f i e d  i n t o  d i v i s i o n s  o f  human work .  The d i v i s i o n s  o f  human 
work were s u b c l a s s i f i e d  i n t o  management c a t e g o r i e s .  These  
management work c a t e g o r i e s  were f u r t h e r  broken down i n t o  f u n c t i o n s ,  
a c t i v i t i e s ,  t a s k s ,  segments ,  e n t i t i e s ,  and e l e m e n t s .  The main 
i n t e r e s t  o f  t h i s  s t udy  is t h e  management c l a s s i f i c a t i o n s  o f  
f u n c t i o n s  and t he  r e l a t e d  a c t i v i t i e s .  Acc o r d i ng  t o  A l l e n ,  t h e  
management f u n c t i o n s  and r e l a t e d  a c t i v i t i e s  a r e :  (1)  p l a n n i n g ,
whi ch i n c l u d e s  the  a c t i v i t i e s  o f  f o r e c a s t i n g ,  e s t a b l i s h i n g  
o b j e c t i v e s ,  programming,  s c h e d u l i n g ,  b u d g e t i n g ,  e s t a b l i s h i n g  
p r o c e d u r e s ,  and e s t a b l i s h i n g  p o l i c i e s ;  (2)  o r g a n i z i n g ,  w i t h  t he  
management a c t i v i t i e s  o f  e s t a b l i s h i n g  o r g a n i z a t i o n  s t r u c t u r e ,  
d e l e g a t i n g  a u t h o r i t y ,  and e s t a b l i s h i n g  r e l a t i o n s h i p s ;  (3)  t he  
l e a d i n g  f u n c t i o n s ,  w i t h  t h e  r e l a t e d  a c t i v i t i e s  o f  d e c i d i n g ,  
communi ca t i ng ,  m o t i v a t i n g ,  s e l e c t i n g  p e o p l e  and d e v e l o p i n g  
p e o p l e ;  and ( b )  t he  c o n t r o l l i n g  f u n c t i o n ,  made up o f  e s t a b l i s h i n g  
p er f or mance  s t a n d a r d s ,  me a s u r i n g ,  e v a l u a t i n g ,  and per f o r ma nc e  
c o r r e c t i n g  a c t i v i t i e s .
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Bedian (1973)  s t a t e d  t h a t  c o n f u s i o n ,  c o n t r o v e r s y ,  and 
d i sa g r e e me nt  a r e  t r a d i t i o n a l l y  c h a r a c t e r i s t i c  o f  any new and 
growi ng f i e l d  o f  s t u d y ,  and t h e  f i e l d  o f  management is no 
e x c e p t i o n .  The d i sa g r e e me nt  o v e r  concept s  in t e r m i n o l o g y  is a 
l a r g e  p a r t  o f  t he  b a s i c  c o n t r o v e r s y  and c o n f u s i o n  a s s o c i a t e d  
w i t h  management t h o u g h t .  The purpose o f  B e d i a n ' s  d i s s e r t a t i o n  
was t o  a n a l y z e  s e l e c t e d  management concept s  in an e f f o r t  t o  
c l a r i f y  meanings and i n i t i a t e  a s t a n d a r d i z a t i o n  o f  the  f u n d a ­
mental  t e r m i n o l o g y  and d e f i n i t i o n s  used in t he  f i e l d  o f  
management .  The b a s i c  f u n c t i o n s  a l on g  w i t h  t h e  fundament a l  
a c t i v i t i e s  p r e s e n t ed  by Bedian were  as f o l l o w s :  (1)  p l a n n i n g - -
o b j e c t i v e s ,  b a l a n c e ,  e f f i c i e n c y ,  c o o r d i n a t i o n ,  p r i m a c y ,  commi tment ,  
and f l e x i b i l i t y ;  (2)  o r g a n i z i n g - - d i v i s i o n  o f  l a b o r ,  s c a l a r ,  
p a r i t y  o f  a u t h o r i t y  and r e s p o n s i b i l i t y ,  span o f  management ,  and 
u n i t y  o f  command; and (3)  c o n t r o l — e x c e p t i o n s  t o  t h e  above.
In t he  book The Management P r o c e s s :  T h e o r y ,  Research and
P r a c t  i c e , John B. M i n e r  ( 1973 )  r ev i ewed  t h e  ma j o r  c o n t r i b u t i o n s  
t o  t h e  v i ews o f  management r o l e  and f u n c t i o n s .  As has been n o t e d ,  
Henr i  Fayol  d e f i n e d  f i v e  e s s e n t i a l  f u n c t i o n s  o f  management  
( p l a n n i n g ,  o r g a n i z i n g ,  command, c o o r d i n a t i o n ,  and c o n t r o l ) ,  
whereas R. C. Davis  argued t h a t  o n l y  t he  p l a n n i n g ,  o r g a n i z i n g ,  
and c o n t r o l l i n g  f u n c t i o n s  were  r e q u i r e d  t o  d e f i n e  t he  management  
pr o c e s s .  R. C. Dav i s  combined t h e  commanding and c o o r d i n a t i n g
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f u n c t i o n s  under  c o n t r o l .  L.  U r w i c k  and Mary P a r k e r  F o l l e t t  
s uppor t ed  t he  v i e w  t h a t  c o o r d i n a t i o n  is a p r i m a r y  f u n c t i o n  a l ong  
w i t h  p l a n n i n g ,  o r g a n i z i n g ,  and c o n t r o l l i n g .  C h e s t e r  Barnard u t i ­
l i z e d  an a l t e r n a t i v e  approach in c o n t r a s t  t o  F a y o l ' s  t h i n k i n g .  
Barnard r e j e c t e d  t h e  p r e v i o u s  d e s c r i p t i o n s  o f  t h e  management  
f u n c t i o n s  and e l a b o r a t e d  a new v i e w p o i n t  based on h i s  o b s e r ­
v a t i o n s  o f  managers t o  whom he was exposed in the  co ur s e  o f  h i s  
work .  B a r n a r d ' s  e s s e n t i a l  m a n a g e r i a l  f u n c t i o n s  wer e :  ( l )
p r o v i d i n g  a system o f  communi cat i on whi ch  i n c l ud e d  t he  e s t a b ­
l i s h m e n t  o f  p o s i t i o n s  and s e l e c t i o n  o f  p e o p l e  t o  f i l l  t he  
management p o s i t i o n s  chosen.  In a d d i t i o n ,  Barnard  d i s c u s s e d  
o r g a n i z a t i o n a l  s t r u c t u r e ,  e x e c u t i v e  c h a r a c t e r i s t i c s ,  and the  
i n f o r m a l  o r g a n i z a t i o n  in t h i s  c o n t e x t ;  (2)  s e c u r i n g  e s s e n t i a l  
e f f o r t s  is p a r t  r e c r u i t i n g  and p a r t  e l i c i t i n g  " .  . . d e s i r e d  
r o l e  b e h a v i o r  t h r ough  t he  use o f  inducements and i n c e n t i v e s "  
( 1973 ;  4 6 - 4 7 ) ;  and (3)  f o r m u l a t i n g  and d e f i n i n g  purpose  whi ch in 
s h o r t  is p l a n n i n g  and f o r m u l a t i n g  r o l e  " p r e s c r i p t i o n s . "  Ot her  
a l t e r n a t i v e  p r o p o s a l s  f o r  management f u n c t i o n s  as r e v i ewed  by 
M i n e r  were Da l e  ( 1 9 6 9 ) ,  Greenwood ( 1 9 6 5 ) ,  Gross ( 1 9 6 8 ) ,  Johnson,  
Kast  and Rosenzweig ( 1 9 6 7 ) ,  Koontz  and O ' D o n n e l l  ( 1 9 6 8 ) ,  
Longenecker  ( 1 9 6 4 ) ,  Mass i e  ( 1 9 6 4 ) ,  Newman, Summer and Warren  
( 1 9 6 7 ) ,  and Voi ch  and Wren ( 1 9 6 8 ) ,  ( 1 9 7 3 ;  4 8 ) .  These a u t h o r s  
and t h e i r  f u n c t i o n  c a t e g o r i z a t i o n s  a r e  summar ized in T a b l e  I .
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M i n e r ' s  l i t e r a t u r e  r e v i e w  showed t h a t  the  o n l y  a u t h o r  
f a i l i n g  t o  ment i on o r g a n i z i n g  and c o n t r o l l i n g  was Gross.  He 
c o n c e p t u a l i z e d  o r g a n i z i n g  as an o b j e c t  o f  p l a n n i n g ,  a c t i v a t i n g ,  
and e v a l u a t i n g .  The c o mb i n a t i o n  o f  e v a l u a t i n g  and a c t i v a t i n g  is  
t h e  c o n t r o l  f u n c t i o n .  Gr o s s ' s  d e f i n i t i o n  o f  a c t i v a t i n g  i n c l ud ed  
t he  a c t i v i t i e s  o f  p e r s u a s i o n ,  p r e s s u r i n g ,  p r o mo t i n g ,  s e l f ­
a c t i v a t i o n ,  and campaign l e a d e r s h i p .
Vo i ch  and Wren i n c l u d e d  t he  b a s i c  t h r e e  f u n c t i o n s  o f  
p l a n n i n g ,  o r g a n i z i n g  and c o n t r o l l i n g  p l us  t he  new f u n c t i o n  o f  
a d m i n i s t e r i n g .  They d e f i n e d  a d m i n i s t e r i n g  as " . . .  a c ompos i t e  
process  des i gned  t o  a c h i e v e  i n t e g r a t i o n  o f  subsystems w i t h i n  t he  
o r g a n i z a t i o n "  ( 1973 ;  ^ 9 ) .  I t  i n v o l v e d  t h e  f u n c t i o n  o f  
c o o r d i n a t i n g  as w e l l  as t h e  a c t i v i t i e s  o f  l e a d i n g  and m o t i v a t i n g .
None o f  t he s e  w r i t e r s  i nc l u d e d  t h e  f u n c t i o n  o f
c o o r d i n a t i o n  whi ch was so s t r o n g l y  emphasized by F a y o l ,  Urwi ck  
and F o l l e t t .  Mass i e  p r o v i d e d  a c l u e  t o  i t s  demise in most  
t a x o n o mi e s .  He f e l t  t h a t  c o o r d i n a t i o n ,  in a d d i t i o n  t o  l e a d i n g ,
e v a l u a t i n g ,  and i n t e g r a t i n g ,  " .  . . i s  t oo  g e n e r a l  and vague t o
be t r u l y  u s e f u l . "  In h i s  v i e w ,  " .  . . c o o r d i n a t i o n  is bes t  
c o n s i d e r e d  as a r e s u l t a n t  o f  t h e  i n t e r p l a y  o f  t h e  seven f u n c t i o n s  
o f  p l a n n i n g  ( i n c l u d e s  o r g a n i z i n g ) ,  d i r e c t i n g ,  c o n t r o l l i n g ,  and 
c o o r d i n a t i n g "  ( 1973 ;  ^ 9 ) •
M i n e r  conc l uded a f t e r  e v a l u a t i n g  a number o f  o t h e r  s i n g l e  
f u n c t i o n  s t u d i e s  and s i n g l e  company s t u d i e s  t h a t  t h e r e  wer e  f o u r
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p r i m a r y  management f u n c t i o n s .  They wer e :  (1)  p l a n n i n g  as
e s t a b l i s h i n g  r o l e  " p r e s c r i p t i o n s w h i c h  i n c l u d e d  o r g a n i z a t i o n  
p i a n n i n g , f o r m u l a t i n g  purpose ,  i n n o v a t i n g ,  and d e c i s i o n  making;
(2)  d i r e c t i n g  as an i n p u t - i m p r o v i n g  m e d i a t o r ,  i n c l u d i n g  s u p e r ­
v i s i n g ,  commanding,  m o t i v a t i n g ,  l e a d i n g ,  and a d m i n i s t e r i n g ;
(3)  c o o r d i n a t i n g  as an i n p u t - s u s t a i n i n g  m e d i a t o r ;  and ( k )  
c o n t r o l l i n g  as a m e d i a t o r ,  which i n c l u d e s  e v a l u a t i n g  and 
i n v e s t i g a t i n g .  The a u t h o r  l i s t e d  s t a f f i n g ,  r e p r e s e n t i n g ,  and 
n e g o t i a t i n g  as secondary  management f u n c t i o n s  or  a c t i v i t i e s .
The ma n a g e r i a l  process  was c l a s s i f i e d  by S i k u l a  ( 1973 ;
k G - k 3 )  as t he  " t r a d i t i o n a l "  p r ocesses  o f  p l a n n i n g ,  o r g a n i z i n g ,
and c o n t r o l l i n g ;  t he  " b e h a v i o r a l "  p r ocesses  o f  l e a d i n g ,  s t a f f i n g ,
and m o t i v a t i n g ;  and t h e  " c o o r d i n a t i n g "  pr ocesses  o f  d e c i s i o n
making and communi cat i ng .  He d e f i n e d  t h e s e  p r o cesses  as f o l l o w s :
P 1ann i ng is a ma n a g e r i a l  process  whi ch i n v o l v e s  t h e  
a r r angement  o f  a sequence o f  s t eps  f o r  t h e  purpose  
o f  o b t a i n i n g  some g o a l .
Organ i z  ing is t he  ma n a g e r i a l  p rocess  o f  b r i n g i n g  
t o g e t h e r  and a r r a n g i n g  s y s t e m a t i c a l l y  i n d i v i d u a l  
s u b u n i t s  i n t o  an o r d e r e d  wh o l e .
C o n t r o l l i n g  is t h e  a d m i n i s t r a t i v e  p r ocess  o f  
d i r e c t i n g ,  r e s t r a i n i n g ,  and g o v er n i n g  i n f l u e n c e  
o v e r  some t h i n g ,  some o b j e c t ,  o r  some per son .
Lead ing is a b e h a v i o r a l  a d m i n i s t r a t i v e  p rocess  
whi ch  i n v o l v e s  d i r e c t i n g  t h e  a f f a i r s  and a c t i o n s  
o f  o t h e r s .
S t a f f  ing is t h e  dynamic b e h a v i o r a l  a d m i n i s t r a t i v e  
process  o f  r e c r u i t i n g ,  s e l e c t i n g ,  p l a c i n g ,
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i n d o c t r i n a t i n g ,  t r a i n i n g ,  d e v e l o p i n g ,  and 
a p p r a i s i n g  t he  per sonne l  w i t h i n  t he  
o r g a n i z a t i o n .
Mot i y a t  i ng is t h e  b e h a v i o r a l  a d m i n i s t r a t i v e  
process  t h a t  r e f e r s  t o  t h e  way in whi ch v a l u e s ,  
needs,  d r i v e s ,  t e n s i o n s  a n d / o r  e x p e c t a t i o n s  
i n f l u e n c e ,  d e t e r m i n e  a n d / o r  e x p l a i n  t he  
b e h a v i o r  o f  human b e i n g s .
D e c i s i o n  Making is t he  c o o r d i n a t i n g  
a d m i n i s t r a t i v e  process o f  choos i ng  an a c t i o n  
o r  S e r i e s  o f  a c t i o n s  f rom a number o f  
p o s s i b l e  a l t e r n a t i v e s .
Common i c a t  i ng is t he  c o o r d i n a t i n g  
a d m i n i s t r a t i v e  process o f  me a n i n g f u l  
i n t e r a c t i o n  among human be i ngs  a n d / o r  machines.
l o n g n e c k e r  ( 1973)  used t he  f o l l o w i n g  f o u r  management
f u n c t i o n s  t o  p r o v i d e  t he  f ramework  f o r  t he  academic a n a l y s i s  o f
management a c t i v i t i e s :  ( l )  p l a n n i n g ,  whi ch is concerned w i t h
t he  d e c i s i o n  t o  t a k e  a c t i o n  a l ong  w i t h  t he  a s p ec t s  o f  " who , "
" when , "  and "how" in t he  long and s h o r t  range t i me  spans;
(2)  o r g a n i z i n g  i n c l ud e s  t h e  p r o v i s i o n s  o f  p h y s i c a l  f a c i l i t i e s ,  
c a p i t a l ,  and personne l  and is concerned w i t h  t he  d e t e r m i n a t i o n  
o f  t he  r e l a t i o n s h i p s  among f u n c t i o n s ,  j o b s ,  and p e r s o n n e l ;
(3)  d i r e c t i n g  and m o t i v a t i n g  a r e  t h e  a c t i v a t i n g  f o r c e s  t o  c a r r y  
out  management p l a n s ;  and (4)  " c o n t r o l l i n g  r e f e r s  t o  r e g u l a t i o n  
o f  t he  o r g a n i z a t i o n  t o  i n s u r e  t he  ach i evement  o f  o r g a n i z a t i o n a l  
o b j e c t i v e s  and c o mp l e t i o n  o f  o r g a n i z a t i o n a l  p l a n s "  ( 1973 ;  3 7 ) .
30
R e i s e r  i n  1973 a f t e r  r e v i e w i n g  s o m e  o f  t h e  l i t e r a t u r e
o n  t h e  f u n c t i o n s  a n d  r e l a t e d  a c t i v i t i e s  o f  m a n a g e r s  c a m e  u p  w i t h
t h e  f o l l o w i n g  t a x o n o m y :
P I a n n  i n g - - s e t t  i n g  o b j e c t i v e s ,  f o r e c a s t i n g  s a l e s ,  
m a j o r  p l a n s ,  s u p p o r t i n g  p l a n s ,  l o n g  t e r m  p l a n s ,  
s h o r t  t e r m  p l a n s ,  s t a n d i n g  a n d  s i n g l e  p u r p o s e  
p l a n s .
O r g a n  i z  i n g - - f o r m a  1 a n d  i n f o r m a l ,  d e t e r m i n e  
a c t i v i t i e s ,  d e p a r t m e n t a t i o n  ( f u n c t i o n a l ,  p r o d u c t ,  
o r  g e o g r a p h i c a l ) ,  p r o j e c t  o r g a n i z a t i o n ,  s p a n  o f  
c o n t r o l ,  v e r t i c a l  r e l a t i o n s h i p s ,  d e c e n t r a l i z a t i o n  
v s .  c e n t r a l i z a t i o n ,  l a t e r a l  r e l a t i o n s h i p s  
( a d v i s o r y ,  s e r v i c e  o r  c o o r d i n a t i o n ) .
S t a f f i n g - - j o b  d e s i g n ,  j o b  e v a l u a t i o n ,  f i n a n c i a l  
c o m p e n s a t i o n ,  i n d i r e c t  c o m p e n s a t i o n ,  m a n p o w e r  
p l a n n i n g ,  r e c r u i t m e n t ,  s e l e c t i o n ,  t e s t i n g ,  
t r a i n i n g ,  m a n a g e m e n t  d e v e l o p m e n t ,  p e r f o r m a n c e  
a p p r a i s a l  a n d  e v a l u a t i o n .
D i r e c t  i n g - - l e a d e r s h  i p  s t y l e s ,  M B O ,  m o t i v a t i o n  ' 
a n d  i n c e n t i v e s ,  n e e d s  a n d  c o m m u n i c a t i o n s .
C o n t r o l l i n g - - b u d g e t i n g  a n d  n o n b u d g e t i n g ,  f i n a n c i a l ,  
p r o d u c t i o n ,  i n v e n t o r y ,  q u a l i t y  c o n t r o l ,  m a r k e t i n g ,  
a n d  r e s e a r c h  a n d  d e v e l o p m e n t .
K o o n t z  a n d  O ' D o n n e l l  ( 1959 ,  19b*t,  197*0 c l a s s i f i e d  t h e  
m a n a g e r i a l  f u n c t i o n s  a s :  ( l )  p l a n n i n g ,  w h i c h  d e t e r m i n e s  w h i c h
o b j e c t i v e s  t o  p u r s u e ,  w h e n  t h e y  w i l l  b e  a c h i e v e d ,  a n d  e x a c t l y  
h o w  r e s o u r c e s  w i l l  b e  d e v o t e d  t o  t h e i r  a c h i e v e m e n t ,  ( 2 )  o r g a n i z i n g ,  
w h i c h  i n v o l v e s  e s t a b l i s h i n g  a n  i n t e n t i o n a l  s t r u c t u r e  o f  r o l e s  b y  
i d e n t i f y i n g  a n d  l i s t i n g  t h e  a c t i v i t i e s  r e q u i r e d  t o  a c h i e v e  t h e  
o b j e c t i v e s  o f  t h e  e n t e r p r i s e .  I n c l u d e d  u n d e r  o r g a n i z i n g  a r e  
g r o u p i n g  o f  a c t i v i t i e s ,  t h e  a s s i g n m e n t  o f  a c t i v i t i e s  t o  m a n a g e r s ,
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d e l e g a t i o n  o f  a u t h o r i t y  t o  c a r r y  out  t he  a c t i v i t i e s ,  and 
p r o v i s i o n  f o r  c o o r d i n a t i o n  o f  a u t h o r i t y  and i n f o r m a t i o n a l  
r e l a t i o n s h i p s  in t he  o r g a n i z a t i o n  s t r u c t u r e ;  (3)  s t a f f i n g ,  which  
i 5 d e f i n i n g  and f i l l i n g  the manpower r e q u i r e me n t s  f o r  t h e  j o b  
t o  be done;  ( b )  d i r e c t i n g ,  which i n v o l v e s  g u i d i n g  and l e a d i n g  
s u b o r d i n a t e s  toward t h e  e n t e r p r i s e  o b j e c t i v e s ;  (5)  c o n t r o l l i n g ,  
which is t he  measur ing and c o r r e c t i n g  a c t i v i t i e s  o f  t h e  sub­
o r d i n a t e s  t o  assure  conformance t o  p l a n s ;  and (6)  c o o r d i n a t i o n  
by t h e  manager t o  r e c o n c i l e  d i f f e r e n c e s  in a p pr oach ,  t i m i n g ,  
e f f o r t ,  o r  i n t e r e s t  and t o  harmonize  o r g a n i z a t i o n  and i n d i ­
v i d u a l  g o a l s .
H e r b e r t  G. Hicks (197*0 equat ed t he  a b i l i t y  t o  use 
management concepts w i t h  the management f u n c t i o n s .  The concept s  
t h a t  he proposed wer e:  ( l )  c r e a t i n g  " .  . . ideas f o r  p r o d u c t s ,
s e r v i c e s ,  and methods f o r  t he  o r g a n i z a t i o n ' s  use"  (197**;  7 1 ) ;
(2)  p l a n n i n g  which i n c l ud e s  " .  . . d e t e r m i n i n g  o b j e c t i v e s  and 
t he  g e n e r a l  way t h a t  t he  o b j e c t i v e s  a r e  t o  be a c c o mp l i s h e d "  
(197**;  7 2 ) ;  (3)  o r g a n i z i n g  a c t i v i t i e s  t o  a c c o mpl i s h  t h e  
o b j e c t i v e s  and " .  . . g r oup i ng  t he  a c t i v i t i e s  i n t o  w o r k a b l e  
u n i t s  by s t r u c t u r i n g  r o l e s ,  a c t i v i t i e s ,  o b j e c t i v e s ,  a u t h o r i t y ,  
r e s p o n s i b i l i t y ,  r e l a t i o n s h i p s ,  and t h e  communicat ion f l o w  in 
t he  o r g a n i z a t i o n "  ( 197**; 7 2 ) ;  (**) m o t i v a t i n g  members t o  
a ccompl i sh  the o r g a n i z a t i o n ' s  o b j e c t i v e s  by u t i l i z i n g  s u i t a b l e
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rewards;  (5)  communicat ing t he  o b j e c t i v e s  t o  a l l  members o f  
t h e  o r g a n i z a t i o n ;  and (6)  c o n t r o l l i n g  t o  d e t e r m i n e  how w e l l  
t he  o r g a n i z a t i o n  accompl i shes  t h e  o b j e c t i v e s  o f  t he  o r g a n i z a t i o n .
P e t e r  Dr ucker  (197^)  d i v i d e d  t he  work o f  a manager i n t o  
i t s  c o n s t i t u e n t  o p e r a t i o n s .  Dr ucker  s t a t e d  t h a t  t h e r e  a r e  f i v e  
b a s i c  o p e r a t i o n s  in the  work o f  a manager .  In co mb i n a t i on  
" .  . . t h e  o p e r a t i o n s  r e s u l t  in t he  i n t e g r a t i o n  o f  r esour ces  
i n t o  a v i a b l e  growing o r gan i sm11 ( 197^;  ^ 0 0 ) .  F i r s t ,  t h e  manager  
s e t s  o b j e c t i v e s ,  d e t e r m i n e s  what  has t o  be done t o  reach t h e  
o b j e c t i v e s ,  and t hen communicates t he  o b j e c t i v e s  t o  t he  pe o p l e  
whose per f or mance  is r e q u i r e d  t o  a t t a i n  them.  Second,  the  
manager o r g a n i z e s ,  which c o n s i s t s  o f  a n a l y z i n g  t h e  a c t i v i t i e s ,  
d e c i s i o n s ,  and r e l a t i o n s  r e q u i r e d  t o  reach  t he  o b j e c t i v e s .  In 
a d d i t i o n ,  t he  manager c l a s s i f i e s  t he  work and d i v i d e s  i t  i n t o  
a c t i v i t i e s  and j o b s  o r  t a s k s .  He then forms an o r g a n i z a t i o n  
s t r u c t u r e  and s e l e c t s  peop l e  f o r  t he  management o f  the  o r g a n i ­
z a t i o n  u n i t s  and f o r  the  j o b s  t o  be done.  T h i r d ,  t he  manager  
a c t i v a t e s  and communicates t o  t he  p eop l e  in t he  o r g a n i z a t i o n .  
F o u r t h ,  t h e  manager measures t h e  p e r f o r mance  o f  t h e  peopl e  
a g a i n s t  e s t a b l i s h e d  y a r d s t i c k s .  F i n a l l y ,  a manager  deve l ops  
p e o p l e ,  i n c l u d i n g  h i m s e l f .
In 197^ D a l t o n  McFar l and  l i s t e d  s e v e r a l  key a s p e c t s  o f  
t he  manager ' s  r o l e  and f u n c t i o n  in an o r g a n i z a t i o n .  These
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a s p e c t s  were  p l a n n i n g ,  o r g a n i z i n g ,  c o n t r o l l i n g ,  r e p r e s e n t i n g ,  
a s s e mbl i n g  r e s o u r c e s ,  c o o d i n a t i n g ,  d e c i d i n g ,  d e l e g a t i n g ,  
e v a l u a t i n g ,  c r e a t i n g ,  and l e a d i n g .
The c l a s s i c a l  v i ew o f  management f u n c t i o n  showed t h a t  
t he  manager  p l a n s ,  o r g a n i z e s ,  c o n t r o l s ,  and c o o r d i n a t e s .  Henry  
M i n t z b e r g  ( 1975 )  suggest ed t h a t  t he  f a c t s  show o t h e r w i s e .  Some 
f o l k l o r e  and f a c t s  about  ma n a g e r i a l  work was p r e s e n t e d  in t h i s  
a r t i c l e  a l ong  w i t h  r e f e r e n c e s  t o  s t u d i e s  and o b s e r v a t i o n s  made 
in s uppor t  o f  t he  f a c t s .  From t he  a n a l y s i s  o f  these  o b s e r v a t i o n s ,  
t h e  a u t h o r  c l a s s i f i e d  t he  manager ' s  j o b  in terms o f  v a r i o u s  
" r o l e s "  o r  o r g a n i z e d  s e t s  o f  b e h a v i o r s .  M i n t z b e r g  s t a t e d  t h a t  
formal  a u t h o r i t y  g i v e s  r i s e  t o  t h r e e  i n t e r p e r s o n a l  r o l e s ,  whi ch  
in t u r n  g i v e  r i s e  t o  t h r e e  i n f o r m a t i o n a l  r o l e s ,  and t h a t  t he s e  
two s e t s  o f  r o l e s  e n a b l e  t he  manager  t o  p l a y  f o u r  d e c i s i o n a l  
r o l e s .  These r o l e s  were  d e f i n e d  as f o l l o w s :
1. I n t e r p e r s o n a l  Roles
a.  F i gu r e h e a d  r o l e - - p e r f o r m s  d u t i e s  o f  a c e r emon i a l  
n a t u r e .
b.  Leader  r o l e - - r e c o n c i 1 ing i n d i v i d u a l  needs w i t h  
o r g a n i z a t i o n a l  g o a l s .
c .  L i a i s o n  r o l e - - m a k e s  c o n t a c t s  o u t s i d e  h i s  v e r t i c a l  
c h a i n  o f  command.
2 .  I n f o r m a t i o n a l  Roles
a.  M o n i t o r  r o l e - - i n f o r m a t i o n  c o l l e c t i o n .
b. D i s s e m i n a t o r  r o l e - - p a s s i n g  i n f o r m a t i o n  f rom one 
t o  a n o t h e r  ( v e r t i c a l  i n f o r m a t i o n ) .
c .  Spokesman r o l e - - h o r i z o n t a 1 i n f o r m a t i o n .
3 .  D e c i s i o n a l  Roles
a.  E n t r e p r e n e u r  r o l e - - w h e r e  a manager seeks t o  
improve h i s  u n i t  v o l u n t a r i l y .
3^
b.  D i s t u r b a n c e  H a n d l e r  r o l e - - i n v o l u n t a r y  response  
t o  p r e s s u r e  o f  change.
c .  Resource A l l o c a t o r  r o l e - - t h e  manager d e t e r m i n e s  
how work is t o  be d i v i d e d  and c o o r d i n a t e d  and 
t h e  s t r u c t u r e  o r  p a t t e r n  o f  f ormal
re 1 a t  ionsh i p s .
d.  N e g o t i a t o r  r o l e - - n e g o t i a t  ions w i t h  s u p e r i o r s ,  
p e e r s ,  and s u b o r d i n a t e s  t o  a ccompl i sh  t he  j o b  
t a s k  ( 1975) .
In an a t t e m p t  t o  r e c o n c i l e  management t h e o r y  w i t h  manage­
ment p r a c t i c e ,  Stephen Robbins ( .1977) s t a t e d  t h a t  " i f  managers  
c o n t r o l  t he  n e g a t i v e  a s p e c t s  o f  o r g a n i z a t i o n a l  p o l i t i c s ,  and 
t h e o r i s t s  t a k e  p o l i t i c s  i n t o  a c c o u n t ,  both  management p r a c t i c e  
and management t h e o r y  w i l l  be more r e a l i s t i c "  ( 1 9 7 7 ; ^7)■
Robbins l i s t e d  t he  f u n c t i o n s  and r e l a t e d  a c t i v i t i e s  ( i n c l u d e d  in 
T a b l e  h )  o f  what  management t h e o r y  says managers do and what  
managers a c t u a l l y  do ( 1977 ;  3 8 - ^ 7 ) -  Robbins s t a t e d  t h a t  manage­
ment t h e o r y  cannot  e x p l a i n  and p r e d i c t ,  thus t h e o r y  has f a i l e d  t he  
c r u c i a l  t e s t .  F u r t h e r ,  he proposed t h a t  t h e  impact  o f  o r g a n i ­
z a t i o n a l  p o l i t i c s  on management p r a c t i c e  has s i m p l y  not  been 
c o n s i d e r e d  in management t h e o r y .  "Management  s c h o l a r s  must  mo d i f y  
t h e i r  t h e o r i e s  t o  i n c l u d e  o r g a n i z a t i o n a l  p o l i t i c s ,  and top  managers  
should  c o n s i d e r  t he  s t eps  t o  make management p r a c t i c e  in t h e i r  
o r g a n i z a t i o n s  more c l o s e l y  a p p r o x i m a t e  t he  ' i d e a l '  management  
t h e o r y  model"  ( 1977 ;  ^ 7 ) .
Summary o f  T h e o r e t i c a l  L i t e r a t u r e  Reviewed
The r o l e  and f u n c t i o n s  p o r t i o n  o f  t he  l i t e r a t u r e  r e v i e w
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was drawn f rom t e x t b o o k s  and p e r i o d i c a l s  in an a t t e m p t  t o  i n c l u d e  
d i v e r s e  approaches o f  t he  manager ' s  r o l e  and f u n c t i o n .  In t he  
words o f  M i n e r ,  " I t  i s c l e a r  t h a t  even a f t e r  f i f t y  y e a r s  o f  e f f o r t ,  
g e n e r a l i z a t i o n  f rom t h e  e x p e r i e n c e s  o f  kno wl edg eab l e  i n d i v i d u a l s  
has not  produced r e a l  consensus"  ( 19 7 3 ;  ^ 8 ) .  A summary,  by a u t h o r ,  
o f  t h e  management f u n c t i o n s  r ev i ewed  in the  books and p e r i o d i c a l s  
f o r  t h i s  s t udy  is g i v e n  in T a b l e  2.  I t  i s  a p p a r e n t  f rom scann i ng  
T a b l e  2 t h a t  t he  t h r e e  f u n c t i o n s  o f  R. C. Dav i s  ( p l a n n i n g ,  
o r g a n i z i n g ,  and c o n t r o l l i n g )  have a c h i e v e d  w i de s pr e a d  a c c e p t a n c e .
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T a b l e  2
Summary o f  Management Fu n c t i o n s  in 




















A c t u a t i n g  or  










A l l e n X X Leadersh i p X A d a p t i n g ,  S t a f f i n g ,  
D e c i s i o n  Making
Barnard X X Commun i c a t  i ng
Bed i an X X X X Command i n c l u d i n g  
under  O r g a n i z i n g
Brown X X Lead i ng X D e v e l o p i n g ,  Arrangin<  
S t a f f i n g ,  I n t e g r a t  
E v a l u a t i n g ,  Survey  
Repr esent  i ng
Bryan X X D i r e c t  i ng X Admi n i s t r a t  i ng
Caskey X X D i r e c t  i ng X
Curcuru Rol es
Da 1 e X X D i r e c t  i ng X S t a f f i n g ,  I n n o v a t i n g  
Repr esent  i ng
R. C. Davis X X X Commanding S Coordin< 
i nc l u d e d  in Cont ro
Dr ucker X X Commun i c a t  i ng 
Mot i v a t  i ng
Measur  i ng
Egar X X D i r e c t  i ng X S t a f f i  ng
Farmez- X X Di r e c t  i ng S t a f f  i ng
R ichman Pol i c y  Making
Fayol X X Command i ng X X
F I i  ppo X X Lead i ng X
F o l l e t X X X X
Genera 1
E 1e c t  r i c X X Measur  i ng
Goodman X X D i r e c t  i ng 
Lead i ng 
Mot i v a t  i ng
X X I n p u t ,  O p e r a t i n g
Greenwood X X D i r e c t  i ng 
Lead i ng
X D e c i s i o n  Mak i ng ,  
S t a f f  i ng
Gross X Communicat ing  
A c t u a t  i ng
D e c i s i o n  Mak i ng ,  
S t a f f i n g ,  E v a l u a t i
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Gul i  ck X X D i r e c t  i ng X S t a f f i n g ,  R e p o r t i n g ,
Budget  i ng
H i cks X X Mot i v a t  i ng X Cr e a t  ing
Commun i c a t  i ng
Johnson, Kast X X Commun i ca t  i ng X
SRosenzwe i g
Koontz & X X Di r e c t  ing X X S t a f f  i ng
0 1D o n n e l 1
Longnecker X X D i r e c t  i ng X
Mot i v a t  ing
MacKenz i e X X D i r e c t  i ng X S t a f f  i ng
Mass ie X X Di r e c t  ing X D e c i s i o n  Maki ng ,
Command i ng S t a f f  i ng
McFar land X X Lead ing X X D e l e g a t i n g ,  C r e a t i n g
As s e mb l i ng ,  Evalua
Repr esent  ing
Mee X X Mot i v a t  i ng X
1nnovat  i ng
M i 11 man X X D i r e c t  i ng X
M i ner X Di r e c t  ing X X P l a n n i n g  i n c l u des
Organ i z i ng
M i n t z b e r g Rol es
Moore X X D i r e c t  i ng X
Nat  1. Mgmt. X X Mot i v a t  i ng X
Asso.
Negandh i - X X D i r e c t  i ng X S t a f f  i ng
Egan Mot i v a t  i ng Pol  i cy  Making
Newman, X X Lead i ng X
Summer
& Warren
P e t i t X X Leadersh i p X S t a f f i n g ,  A d a p t i n g ,
D e c i s i o n  Making
R e l s e r X X D i r e c t  i ng X S t a f f  i ng
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A c t ua t  i ng or  



















Robb i ns X X D i r e c t  i ng X
Shap i ro X Leadersh i p X P r o d u c t i v i t y ,  S t a f f i m
Mot i v a t  i ng R e l i a b i 1 i t y
Commun i c a t  i ng
S i ku l a X X Lead i n g , X X D e c i s i o n  Making,
Mot i v a t  i ng S t a f f  i ng
Commun i c a t  i ng
S t u l l X X Lead i ng X
Tannenbaum X X Superv i s i ng X X I n s p i r i n g ,  T r u s t e e s h i ]
Mot i v a t  i ng Represent  i ng
Lead i ng
T e r r y X X X X
U rw i c k X X X X
Volch £ X X Admi n i s t  r a t  i ng X
Wren
Wad i a X X Mot i v a t  i ng X 1nnovat  i ng
U.S.  A i r X X D i r e c t  i ng X
Force Mot i v a t  i ng
S o u r c e : P r i ma r y .
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Review o f  E m p i r i c a l  S t u d i e s
In o r d e r  t o  d e ve l op  an i n s t r u me n t  f o r  t h e  a n a l y s i s  o f  
the m i d d l e  manager ' s  r o l e ,  e m p i r i c a l  s t u d i e s  o f  management  
f u n c t i o n s  and a c t i v i t i e s  were r e v i e w e d .  A summary is g i v e n  in 
T a b l e  3 t h a t  i d e n t i f i e s  t he  r o l e  and f u n c t i o n s  which c o n s i s ­
t e n t l y  appeared t h r o u g h o u t  the  e m p i r i c a l  s t u d i e s  r ev i e we d .
Thomas A. Mahoney ( 1961)  d e s c r i b e d  two s t u d i e s  which  
concern t he  management f u n c t i o n s .  One was the  Ohio S t a t e  
L e a d e r s h i p  S t ud i e s  in 1956 by Stogd i l l ,  S c o t t  and Jaynes .  In 
t h i s  s t udy  f o u r t e e n  c a t e g o r i e s  o f  r e s p o n s i b i l i t y  were d e l i n e a t e d  
as a d m i n i s t r a t i v e  f u n c t i o n s  o f  management .  These f u n c t i o n s  
i n c 1u d e :
I n s p e c t i o n  o f  t h e  o r g a n i z a t i o n ,  i n v e s t i g a t i o n  and 
r e s e a r c h ,  p l a n n i n g ,  p r e p a r a t i o n  o f  procedures,  and 
methods,  c o o r d i n a t i o n ,  e v a l u a t i o n ,  i n t e r p r e t a t i o n  
o f  p l a n s  and p r o c e d u r e s ,  s u p e r v i s i o n  o f  t e c h n i c a l  
o p e r a t i o n s ,  per sonne l  a c t i v i t i e s ,  p u b l i c  r e l a t i o n s ,  
p r o f e s s i o n a l  c o n s u l t a t i o n ,  n e g o t i a t i o n s  ( s c h e d u l i n g ,  
r o u t i n g ,  and d i s p a t c h i n g ) ,  and t e c h n i c a l  and 
p r o f e s s i o n a l  o p e r a t i o n s .
The c a t e g o r i e s  were d e t e r mi n e d  t h r ough  t he  measurement  o f  the
manager ' s  a l l o c a t i o n  o f  t i me  among t he  d i f f e r e n t  f u n c t i o n s .  The
t i me  a l l o c a t i o n  approach i n d i c a t e d  a r e l a t i v e l y  r e l i a b l e  way o f
d e t e r m i n i n g  t h e  f u n c t i o n a l  a r e a s  o f  management .  A l t ho ugh  the
r e s u l t s  o f  t h i s  s t udy  a r e  not  e x a c t l y  a p p l i c a b l e ,  t h e y  d i d
suggest  t h a t  management f u n c t i o n s  can be d e s c r i b e d  and measured
in a me a n i n g f u l  manner .  The s t udy  a l s o  i m p l i e d  t h a t  t h e r e  a r e
d i f f e r e n c e s  among t h e  j o b s  o f  management ,  but  t h a t  management
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p o s i t i o n s  can be grouped i n t o  j o b s  w i t h  common c h a r a c t e r i s t i c s  
and r e s p o n s i b i l i t i e s .
A not her  s t udy  d e s c r i b e d  by Mahoney was t h e  U n i v e r s i t y  
o f  Mi nnesot a  S t u d i e s  o f  Management Development  made in 1963 by 
Mahoney,  Je r dee  and C a r r o l l .  The M i n n e s o t a  s t ud y  is s i m i l a r  
t o  t h e  Ohio S t a t e  s t udy  in t h a t  t h e  management p o s i t i o n s  were  
a n a l y z e d  and d e s c r i b e d  in terms o f  r e l a t i v e  p r o p o r t i o n  o f  t i me  
spent  in the pe r f or mance  o f  v a r i o u s  f u n c t i o n a l  c a t e g o r i e s  o f  
management r e s p o n s i b i l i t i e s .  " T h i s  f u n c t i o n  c l a s s i f i c a t i o n  
encompasses a l l  o f  t h e  r e s p o n s i b i l i t i e s  p e r f o r med  by the  
m a n a g e r i a l  o r g a n i z a t i o n ,  and thus i n c l u d e s  t h e  f u n c t i o n s  p e r ­
formed by any manager  o f  t h e  o r g a n i z a t i o n "  ( 1 9 6 1 ;  7 8 ) .  The  
e i g h t  f u n c t i o n  c a t e g o r i e s  i n c l u d i n g  t he  p e r c e n t a g e  o f  t ime  
s p e n t ,  a l on g  w i t h  t he  r e l a t e d  a c t i v i t i e s  a r e :
P 1anni ng  ( 1 9 - 5  p e r c e n t ) - - D e t e r m i n i n g  g o a l s ,  p o l i c i e s ,  
and courses  o f  a c t i o n .  Work s c h e d u l i n g ,  b u d g e t i n g ,  
s e t t i n g  up p r o c e d u r e s ,  s e t t i n g  g o a l s  o r  s t a n d a r d s ,  
p e r p a r i n g  agendas and pr ogramming.
I n v e s t  i g a t  ing ( 1 2 . 6  p e r c e n t ) - - C o l  1e c t i n g  and 
p r e p a r i n g  i n f o r m a t i o n ,  u s u a l l y  in t he  forms o f  
r e c o r d s ,  r e p o r t s ,  and a c c o u n t s .  I n v e n t o r y i n g ,  
measur i ng o u t p u t ,  p r e p a r i n g  f i n a n c i a l  s t a t e m e n t ,  
recor d  k e e p i n g ,  p e r f o r m i n g  r e s e a r c h ,  and j o b  
ana l y s i s .
Coord i na t  i ng ( 1 5 - 0  p e r c e n t ) - - E x c h a n g i n g  i n f o r m a t i o n  
w i t h  peop l e  in t h e  o r g a n i z a t i o n  o t h e r  t han  sub­
o r d i n a t e s  in o r d e r  t o  r e l a t e  and a d j u s t  programs.
A d v i s i n g  o t h e r  d e p a r t m e n t s ,  e x p e d i t i n g ,  l i a i s o n  w i t h  
o t h e r  manager ,  a r r a n g i n g  m e e t i n g s ,  i n f o r m i n g  
s u p e r i o r s ,  s e ek i ng  o t h e r  d e p a r t m e n t s '  c o o p e r a t i o n .
E v a l u a t i n g  ( 1 2 . 7  p e r c e n t ) — Assessment  and a p p r a i s a l  
o f  p r o p o s a l s  o r  o f  r e p o r t e d  o r  o b s e r v e d  p e r f o r m a n c e .
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Employee a p p r a i s a l s ,  j u d g i n g  o u t p u t  r e p o r t s ,  
j u d g i n g  f i n a n c i a l  r e p o r t s ,  p r o d u c t  i n s p e c t i o n ,  
a p p r o v i n g  r e q u e s t s ,  j u d g i n g  p r o p o s a l s  and 
suggest  i o n s .
Superv i  s i ng ( 2 8 . 4  p e r c e n t ) - - D ? r e c t i n g ,  l e a d i n g ,  
and d e v e l o p i n g  s u b o r d i n a t e s .  C o n s u l t i n g  
s u b o r d i n a t e s ,  t r a i n i n g  s u b o r d i n a t e s ,  e x p l a i n i n g  
work r u l e s ,  a s s i g n i n g  wor k ,  d i s c i p l i n i n g ,  
h a n d l i n g  c o m p l a i n t s  o f  s u b o r d i n a t e s .
S t a f f i n g  ( 4 . 1  p e r c e n t ) - - M a i n t a i n i n g  t he  work f o r c e  
o f  one o r  more u n i t s .  C o l l e g e  r e c r u i t i n g ,  
employment  i n t e r v i e w i n g ,  s e l e c t i n g  empl oyees ,  
p l a c i n g  e mp l o y e e s ,  p r omo t i ng  e mp l oyees ,  t r a n s ­
f e r r i n g  emp l o y e e s .
Negot  i a t  i ng ( 6 . 0  p e r c e n t ) - - P u r c h a s i n g , s e l l i n g ,  
o r  c o n t r a c t i n g  f o r  goods and s e r v i c e s .  Tax  
n e g o t i a t i n g ,  c o n t a c t i n g  s u p p l i e r s ,  d e a l i n g  
w i t h  s a l e s  r e p r e s e n t a t i v e s ,  a d v e r t i s i n g  p r o d u c t s ,  
c o l l e c t i v e  b a r g a i n i n g ,  s e l l i n g  t o  d e a l e r s  or  
c u s t o m e r s .
Repr esent  ing ( 1 . 8  p e r c e n t ) - - A d v a n c i n g  t he  g e n e r a l  
i n t e r e s t s  o f  t he  o r g a n i z a t i o n  t h r o u g h  speeches ,  
c o n s u l t a t i o n ,  and c o n t a c t s  w i t h  i n d i v i d u a l s  o r  
groups o u t s i d e  o f  t h e  o r g a n i z a t i o n .  P u b l i c  
speeches ,  communi ty  d r i v e s ,  news r e l e a s e s ,  
a t t e n d i n g  c o n v e n t i o n s  and bu s i n e s s  a s s o c i a t i o n  
m e e t i n g s .  ( 1 9 6 1 ;  8 2 - 8 3 ) .
A c c o r d i n g  t o  A l l e n  ( 1 9 7 3 ) ,  a number o f  t h e s e  s o - c a l l e d  a c t i v i t i e s
a r e  a c t u a l l y  t a s k s  (an a c t i v i t y  s u b c l a s s )  o r  even segments whi ch
a r e  a s u b c l as s  o f  t a s k s .
Ea r l  Brooks e v a l u a t e d  "What  Su c c e s s f u l  E x e c u t i v e s  Do" 
in 1955 on a t o t a l  o f  105 management a c t i v i t i e s  per f ormed  
s i g n i f i c a n t l y  more f r e q u e n t l y  by o u t s t a n d i n g  s u p e r v i s o r s  t han  
by be l ow a v e r a ge  s u p e r v i s o r s .  These s e l e c t e d  a c t i v i t i e s  were
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t hen  grouped under  t h e  f o l l o w i n g  e l e v e n  m a n a g e r i a l  f u n c t i o n s :
( 1 )  p l a n n i n g ,  (2)  o r g a n i z a t i o n ,  (3)  d e l e g a t i o n ,  ( k )  i n i t i a t i o n ,
(5)  communi cat i ons  r e c e i v i n g ,  (6)  communicat ions g i v i n g ,  (7)  
r e l a t i o n s h i p s  w i t h  o t h e r s  such as a s s o c i a t i o n ,  c o o p e r a t i o n ,  
u n d e r s t a n d i n g ,  and s u p p o r t ,  (8)  u t i l i z a t i o n ,  (9)  c o n t r o l  and 
c o o r d i n a t i o n ,  ( 10 )  deve l opment  o f  p e o p l e ,  and ( 11 )  o t h e r  
i m p o r t a n t  f u n c t i o n s .  The s t udy  r e s u l t e d  in e s t i m a t e s  o f  
e x e c u t i v e s '  e f f e c t i v e n e s s  as w e l l  as s u p e r v i s o r y  management  
e f f e c t i v e n e s s  by i n v i s t i g a t i n g  t he  d i f f e r e n c e s  in t i m e  spent  
on t he  v a r i o u s  l i s t e d  a c t i v i t i e s .
House and M c I n t y r e  ( 1961 )  d ev e l o p e d  a model o f  manage­
ment p r a c t i c e s  a t  t h e  Columbus D i v i s i o n  o f  No r t h  Amer i can  
A v i a t i o n ,  I n c .  (now Rockwel l  I n t e r n a t i o n a l ) .  The a u t h o r s  i n t e r ­
v iewed managers w i t h  u n s t r u c t u r e d  q u e s t i o n s  d es i gned  t o  d e t e r m i n e  
t he  i n t e r v i e w e e ' s  v a l u e s  and p h i l o s o p h y  c o n c e r n i n g  h i s  m a n a g e r i a l  
wor k .  Q u e s t i o n s  asked by t h e  i n t e r v i e w e r s  were  in t h e  a r e a  o f :  
What does he do as manager? What does he b e l i e v e  a r e  t he  p r o p e r  
o b j e c t i v e s  o f  management? And,  what  does he b e l i e v e  a r e  the  
p r o p e r  f u n c t i o n s  o f  management? The 190 d i f f e r e n t  response  
s t a t e m e n t s  wer e  grouped a c c o r d i n g  t o  g e n e r a l  s i m i l a r i t y ,  and 
t h e  r e s u l t i n g  c a t e g o r i e s  wer e  e n t i t l e d  p l a n n i n g ,  o r g a n i z i n g ,  
m o t i v a t i n g ,  and c o n t r o l l i n g .  The s t a t e m e n t s  l i s t e d  under  each  
ma j or  f u n c t i o n  were  t hen  c a t e g o r i z e d  i n t o  a c t i v i t i e s  f o r  each o f  
t h e  f u n c t i o n s ,  whi ch  a r e  i n c l ud e d  in T a b l e  k .  The a c t i v i t i e s
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wer e  l i s t e d  as a sequence o f  events,  whi ch t h e  manager should  
f o l l o w .
An e x p l o r a t o r y  s t udy  o f  t he  work a c t i v i t i e s  o f  m i dd l e
managers was u n d e r t ak e n  by Home and Lupton ( 1 9 6 5 ) .  The method
used t o  o b t a i n  d a t a  was t o  have managers record  t h e i r  own
a c t i v i t i e s  on a s p e c i a l l y  des i gned form c a l l e d  t he  "Managers
A c t i v i t y  R e c o r d . "  The a u t h o r s  summarized t h e  a c t i v i t i e s  f rom
t he  forms and c l a s s i f i e d  them i n t o  f o u r  " e l e m e n t s "  whi ch t hey
c a l l e d  F . O . U . R .  They d e f i n e d  t he s e  " e l e m e n t s "  f o r  purposes o f
t he  i n v e s t i g a t i o n  as f o l l o w s :
F o r m u l a t i n g  a c t i v i t i e s  a r e  concerned w i t h  a s s e s s i n g  
t h e  long and s h o r t  t e rm f u t u r e ,  w i t h  d e f i n i n g  
o b j e c t i v e s ,  and s p e c i f y i n g  t h e  human and m a t e r i a l  
means n e c e s s a r y  t o  t h e i r  a t t a i n m e n t  ( f o r e c a s t i n g  
and p i a n n i n g ) .
O r g a n i z i n g  a c t i v i t i e s  t a k e  account  o f  t he  outcome  
o f  f o r m u l a t i n g  a c t i v i t i e s  and a t t e m p t  t o  c r e a t e  and 
m a i n t a i n  t he  means and c o n d i t i o n s  nec e s s a r y  f o r  t he  
e f f e c t i v e  i m p l e m e n t a t i o n  o f  p l a ns  and p o l i c i e s .
They i n c l u d e  a l l  o p e r a t i o n s  whi ch d e p l o y  and r e - d e p l o y  
t he  means and f a c i l i t i e s  t hrough  which persons make 
t h e i r  i n d i v i d u a l  and c o l l e c t i v e  c o n t r i b u t i o n  t o  
d e f i n e d  aims and o b j e c t i v e s  ( a u t h o r i t y  d e l e g a t i o n  
and r e l a t i o n s h i p s ) .
U n i f y i n g  a c t i v i t i e s  a r e  t hose  a c t s ,  p r o c e d u r e s ,  and 
p r a c t i c e s  whi ch s e r v e  t o  c o o r d i n a t e ,  f o c u s ,  and 
h a r m o n i ze ,  thus f a c i l i t a t i n g  wo r k ,  a d a p t a t i o n ,  and 
o v e r a l l  e f f i c i e n c y  (commanding and m o t i v a t i n g ) .
R e g u l a t i n g  a c t i v i t i e s  a r e  t he  d e t a i l e d  means by 
which a manager ,  f rom hour  t o  h o u r ,  a c h i e v e s  h i s  
t a s k  o f  m a n i p u l a t i n g  and shap i ng  human and m a t e r i a l  
r e s ou r ces  ( c o n t r o l l i n g ) .
R e s u l t s  o f  t h i s  s t udy  o f  s i x t y - s i x  m i d d l e  managers showed t h a t  
about  75 p e r c e n t  o f  the  m i d d l e  managers '  t i me  was spent  on the  
a c t i v i t i e s  o f  o r g a n i z i n g ,  u n i f y i n g ,  and r e g u l a t i n g .  The r emai nder  
o f  t h e i r  t i me  was spent  on f o r m u l a t i n g .
Ther e  is l i t t l e  e m p i r i c a l  e v i d e n c e  a v a i l a b l e  t o  answer  
t he  q u e s t i o n  o f  what  managers do and what  t ype  o f  work t hey  
p e r f o r m ,  a c c o r d i n g  t o  Mahoney ( . 1965) .  He r e p o r t e d  t h a t  most o f  
t he  l i t e r a t u r e  c o n c e r n i n g  ma n a g e r i a l  pe r f o r mance  is based upon 
d e d u c t i v e  r e a s o n i n g  r a t h e r  than e m p i r i c a l  i n v e s t i g a t i o n .  In t h i s  
s t u d y ,  Mahoney a n a l y z e d  k $ 2  managers and found t h a t  they  a l l o c a t e d  
t h e i r  t i me o ve r  e i g h t  f u n c t i o n s .  Acc o r d i n g  t o  Mahoney,  these  
e i g h t  f u n c t i o n s  r e p r e s e n t  a b a s i s  o f  management work r e g a r d l e s s  
o f  t h e  o r g a n i z a t i o n a l  l e v e l  o r  f u n c t i o n a l  p o s i t i o n .  He showed 
t he  d i f f e r e n c e s  in t he  amount o f  t i me  spent  on t he  e i g h t  f u n c t i o n s  
a t  v a r i o u s  l e v e l s ,  but  he s t a t e d  t h a t  the  d i f f e r e n c e  is in degr ee  
o f  pe r f o r ma nc e  and not  in t he  t y p e  o f  work i n v o l v e d .  The f u n c t i o n s  
and r e l a t e d  a c t i v i t i e s  were d e f i n e d  by Mahoney,  Je r d e e  and C a r r o l l  
in Development  o f  M a n a g e r i a l  P e r f o r mance  ( 1 9 6 3 ) -  "The f u n c t i o n s  
i n c l u d e  a l 1 p e r f o r man ce  a c t i v i t i e s ,  and e x p e r i e n c e  t o  d a t e  has 
proved them t o  be m u t u a l l y  e x c l u s i v e . "  The s t udy  showed the  
p e r c e n t a g e  o f  t he  workday spent  by managers on v a r i o u s  pe r f ormance  
f u n c t i o n s .  When, in t h i s  s t u d y ,  t h e  p e r c e n t a g e  o f  t i me  spent  in 
each f u n c t i o n  was s e p a r a t e d  i n t o  t h e  t h r e e  l e v e l s  o f  management ,
Mahoney e t  a l .  found s i g n i f i c a n t  d i f f e r e n c e s .  P l a n n i n g  t i me  
v a r i e d  f rom t he  f i r s t - 1 ine s u p e r v i s o r  o f  15 p e r c e n t ,  m i d d l e  
management o f  18 p e r c e n t  t o  t op management o f  28 p e r c e n t .  
S u p e r v i s i n g  v a r i e d  f rom t h e  f i r s t - l i n e  s u p e r v i s o r  o f  51 p e r c e n t ,  
mi d d l e  management o f  36 p e r c e n t  t o  t he  top management o f  22 p e r ­
cen t  o f  t i me  spent  in the workday .  The o t h e r  s i x  f u n c t i o n s  o f  
i n v e s t i g a t i n g ,  c o o r d i n a t i n g ,  e v a l u a t i n g ,  s t a f f i n g ,  n e g o t i a t i n g ,  
and r e p r e s e n t i n g  d i d  not  v a r y  s i g n i f i c a n t l y  in p e r c e n t a g e  o f  
t i me  s p e n t .
A comprehens i ve  s t udy  was conducted by John Hemphi l l  
( 1967 )  who u t i l i z e d  f a c t o r  a n a l y s i s  as a means o f  d e t e r m i n i n g  
t h e  d i mens i ons  o f  e x e c u t i v e  p o s i t i o n s .  in t h i s  s t udy  he had 
n i n e t y - t h r e e  managers c ompl e t e  a 575 i t em or  p o s i t i o n  " E x e c u t i v e  
P o s i t i o n  D e s c r i p t i o n  Q u e s t i o n n a i r e . "  The s t udy  covered  t h r e e  
management l e v e l s  ( u p p e r ,  m i dd l e  and b e g i n n i n g  o r  s u p e r v i s o r y )  
and f i v e  f u n c t i o n a l  a r e a s  o f  bus i ness  ( I n d u s t r i a l  R e l a t i o n s ,  
G e n e r a l i s t s ,  Research and Deve l opment ,  Sa les  and M a n u f a c t u r i n g ) .  
Each manager  i n d i c a t e d  t o  what  e x t e n t  t he  575 j 'ob e l e me n t s  were  
p a r t  o f  t he  p o s i t i o n  h e l d .  Through f a c t o r  a n a l y s i s ,  Hemphi l l  
i d e n t i f i e d  ten f a c t o r s  t h a t  were  s i g n i f i c a n t  p a r t s  o f  the  
management p o s i t i o n s .  Because t he  p o s i t i o n  t i t l e s  proved t o  be 
i n a d e q u a t e  i n d i c a t o r s  o f  t h e  b a s i c  n a t u r e  o f  t he  p o s i t i o n  
f a c t o r s ,  t he  i tems t h a t  were  most d e s c r i p t i v e  o f  t he  h i gh
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p o s i t i o n s  were  used f o r  i n t e r p r e t i n g  the  f a c t o r s .  Based on t h i s  
i n t e r p r e t a t i o n ,  Hemphi l l  o b t a i n e d  t he  t en  f a c t o r s ,  which he 
named as f o l l o w s :
(1)  P r o v i d e  a S t a f f  S e r v i c e  in N o n - o p e r a t i n g
Ar ea ;  (2)  S u p e r v i s i o n  o f  Work;  (3)  Business
C o n t r o l ;  (A) T e c h n i c a l  ( Mar ke t s  and P r o d u c t s ) ;
(5)  Human, Community and S o c i a l  A f f a i r s ;
(6)  Long Range P l a n n i n g ;  (7)  E x e r c i s e  o f  Broad
Power and A u t h o r i t y ;  (8)  Business R e p u t a t i o n ;
(9)  Per sona l  Demands; and (10 )  P r e s e r v a t i o n
o f  A s s e t s .
L l oyd  S k e a f f  ( 1967)  conc l uded t h a t  t h e r e  is a c o n s i d e r a b l e  
d i f f e r e n c e  between what  a manager should  do and what  c o n d i t i o n s  
a l l o w  him t o  do.  The a u t h o r  made a s t udy  o f  t i me  spent  on the  
management f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  d i r e c t i n g ,  con­
t r o l l i n g ,  and c o o r d i n a t i n g .  He observed t h a t  the  c o n d i t i o n s  o f  
t he  j o b  do not  n o r m a l l y  a l l o w  t h e  manager  t o  do t he  f u n c t i o n ,  
t h a t  i s ,  " . . .  a man has t o  jump c o n t i n u a l l y  f rom one o p e r a t i n g  
s i t u a t i o n  a n d / o r  f u n c t i o n  t o  a n o t h e r  e v e r y  few m i n u t e s . "  ( 1967;
6 3 7 ) .
R e l a t i o n s h i p s  between each o f  n i n e  management r o l e  
di mens i ons  and v a r i o u s  o r g a n i z a t i o n a l  s e t t i n g  a s p e c t s  were  
s t u d i e d  by K a t z e l l ,  B a r r e t t ,  Vann and Hogan ( 1 9 6 8 ) .  The sample  
c o n s i s t e d  o f  19^ m i d d l e  management pe r sonne l  o f  t he  U. S.  Army.
The r o l e s ,  as d e s c r i b e d  on H e m p h i l l ' s  ( I 9 6 0 )  " E x e c u t i v e  P o s i t i o n  
D e s c r i p t i o n  Q u e s t i o n n a i r e , "  S t o g d i l l  and S h a r t l e ' s  ( 1955 )  "Work  
A n a l y s i s  Form, "  and B a r r e t ' s  ( 1961 )  " P e r f o r m a n c e  S t y l e
hi
Q u e s t i o n n a i r e , "  were  found t o  v a r y  w i t h  d i f f e r e n c e s  in t he  work  
s e t t i n g .  The d i mens i ons  t h a t  emerged f rom a c e n t r o i d  f a c t o r  
a n a l y s i s  o f  t h e  d e s c r i p t i o n s  o f  j o b  b e h a v i o r s  and r e s p o n s i ­
b i l i t i e s  on t he  t h r e e  q u e s t i o n n a i r e s  d e s c r i b i n g  j o b  a c t i v i t i e s  
wer e  as f o l 1ows:
Long-Range P l a n n i n g : p l a n n i n g  f o r  f u t u r e
a c t i v i t y ,  i n c l u d i n g  f o r e c a s t i n g  t r e n d s  o r  
e v e n t s ,  c o n d u c t i n g  p i l o t  p r o j e c t s ,  be ing  
concerned w i t h  l e g i s l a t i o n  whi ch mi ght  a f f e c t  
t he  o r g a n i z a t i o n ,  and e s t a b l i s h i n g  l o n g - r a n g e  
o b j e c t i v e s  f o r  the o r g a n i z a t i o n .
S t a f f i n g : per sonne l  a c t i v i t y  c h a r a c t e r i z e d  by
i nv o l v e me nt  in s e l e c t i o n ,  p l a c e m e n t ,  t r a i n i n g ,  
and advancement  o f  employees.
T e c h n i c a l  C o n s u l t a t i o n : g a t h e r i n g ,  c o n s o l i d a t i n g ,
i n t e r p r e t i n g ,  and p r o v i d i n g  o t h e r s  w i t h  f a c t s  and 
i n f o r ma t  i o n .
B u d g e t i n g : p r e p a r a t i o n  and d e f e n s e  o f  budgets
and a c c o u n t i n g  f o r  e x p e n d i t u r e s .
Shared ve r sus  I n d i v i d u a l  R e s p o n s i b i l i t y : the
shared r o l e  be i ng  c h a r a c t e r i z e d  by emphasis on 
k eep i ng  o t h e r s  in f ormed o f  p r e s e n t  s t a t e s  o f  
a f f a i r s ,  whereas t h e  i n d i v i d u a l  r o l e  emphasizes  
per sona l  r e s p o n s i b i l i t y  f o r  t a k i n g  a c t i o n .
O p e r a t i n g  ve r sus  P r o f e s s i o n a l  C o n c e r ns : t he
o p e r a t i o n a l  r o l e  be i ng  c h a r a c t e r i z e d  by concern  
f o r  t he  e f f i c i e n c y  o f  p r e s e n t  o r g a n i z a t i o n a l  
o p e r a t i o n s  and p e r sona l  p r o f e s s i o n a l  d eve l op ment ,  
whereas t he  p r o f e s s i o n a l  r o l e  is o r i e n t e d  
toward a d v i s i n g  o t h e r s  on t e c h n i c a l  m a t t e r s .
T e c h n i c a l  ve r sus  A d m i n i s t r a t i v e  A c t i v i t y : t h e
t e c h n i c a l  r o l e  b e i ng  c h a r a c t e r i z e d  by t he  use 
o f  p r o f e s s i o n a l  t o o l s  and t e c h n i q u e s ,  i n c l u d i n g  
w r i t i n g  t e c h n i c a l  r e p o r t s ,  whereas  t he  a d m i n i s ­
t r a t i v e  r o l e  i n v o l v e s  c o o r d i n a t i o n  o f  a c t i v i t y ,  
c o mmuni ca t i on ,  and recommendat ions.
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C o n t r o l l i n g : r e l a t i n g  t o  f o r m u l a t i o n  o f  l i m i t e d
p l a ns  o r  s p e c i f i c a t i o n s  in r egar d  t o  r e sour ces  and 
f i n a n c e s  o f  the  o r g a n i z a t i o n ,  i n c l u d i n g  r educ i ng  
c o s t s .
P e r c e n t ag e  o f  t i me  spent  on the  j o b  t h a t  the  
incombent  r e p o r t e d  spending in c o n t a c t  w i t h  o t h e r  
ind i v i d u a l s  ( 19 6 9 ) •
O r g a n i z a t i o n a l  f e a t u r e s  most n o t a b l y  a s s o c i a t e d  w i t h  v a r i a t i o n s
in r o l e  i n c l u d e d  the  mi s s i o n  and l e v e l  o f  o r g a n i z a t i o n ,  the  j o b
f a m i l y  o f  t he  e x e c u t i v e ,  and the span o f  c o n t r o l  o f  t he
e x e c u t i v e .  The r o l e  d i mensi ons  which were  most  l i k e l y  t o  v a r y
w i t h  t he  s i t u a t i o n  were s t a f f i n g ,  c o n t r o l l i n g ,  and t i m e  spent
w i t h  o t h e r s .
I n  a  s t u d y  o f  b a n k  m a n a g e r i a l  b e h a v i o r ,  H a a s ,  P o r a t  a n d
Vaughan (1969 )  compared t he  a c t u a l  and i d e a l  t i me a l l o c a t i o n s
o f  ma n a g e r i a l  " a c t i v i t i e s . "  These s i x  " a c t i v i t i e s "  were
c a t e g o r i z e d  as f o l l o w s :
P 1a n n i n g : p l a n s  i n c l u d e  g o a l s ,  s t r a t e g i e s ,
and cour ses  o f  a c t i o n .  Work s c h e d u l i n g ,  
b u d g e t i n g ,  s e t t i n g  up p r o c e d u r e s ,  s e t t i n g  
s t a n d a r d s ,  p r e p a r i n g  the  agendas ,  and 
programming a r e  a l l  examples o f  p l a n n i n g .
I n v e s t  i g a t  i ng ( P r o c e s s i n g  I n f o r m a t i o n ) :  
p ro c e s s i n g  i n f o r m a t i o n  i n c l u d e s  a r r a n g i n g  f o r  
t he  c o l l e c t i o n  and p r e p a r a t i o n  o f  i n f o r m a t i o n  
u s u a l l y  in t he  form o f  r e c o r d s ,  r e p o r t s ,  and 
a c c o u n t s .  I n v e n t o r y i n g ,  measur i ng  o u t p u t ,  
p r e p a r i n g  f i n a n c i a l  r e p o r t s ,  r ecor d  k e e p i n g ,  
and p r e p a r i n g  i n f o r m a t i o n  f o r  the  computer  
a r e  common examples o f  ma n a g e r i a l  i n f o r ­
mat i on  p r o c e s s i n g .
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C o o r d i n a t i n g : c o o r d i n a t i n g  i nc l udes
e xchang i ng  i n f o r m a t i o n  w i t h  i n d i v i d u a l s  
and groups w i t h i n  t he  o r g a n i z a t i o n  in 
o r d e r  t o  r e l a t e  and a d j u s t  programs.
A d v i s i n g  o t h e r  d e p a r t m e n t ,  e x p e d i t i n g ,  
i n f o r m i n g  s u p e r i o r s ,  and r e p r e s e n t i n g  
o n e ' s  own dep a r t me n t  in i n t e r d e p a r t m e n t a l  
m a t t e r s  a r e  common i ns t ances  o f  
coord i n a t  i n g .
Eva 1uat  i n g : e v a l u a t i n g  i nc l u des  a sses s i ng
and a p p r a i s i n g  p r o p o s a l s ,  r e p o r t s ,  and 
observed  pe r f o r ma n c e .  Employee a p p r a i s a l s  
and i n s p e c t i o n  o f  a c t u a l  p r o d u c t i o n  as w e l l  
as p r o d u c t i o n  r e c o r d s ,  j u d g i n g  f i n a n c i a l  
r e p o r t s ,  and a n a l y z i n g  computer  o u t p u t  a r e  
a l l  examples o f  e v a l u a t i n g .
Superv i s i n g : s u p e r v i s i n g  i nc l u d e s  d i r e c t i n g ,
i n s t r u c t i n g ,  and l e a d i n g  s u b o r d i n a t e s .
C o u n s e l i n g ,  t r a i n i n g ,  and e x p l a i n i n g  work  
pr ocedu r es  as w e l l  as d i s c i p l i n i n g  and 
h a n d l i n g  c o m p l a i n t s  a r e  p a r t  o f  the  
s u p e r v i s o r y  f u n c t i o n .
Negot  i a t  i n g : N e g o t i a t i n g  i nc l ud es  r e p r e s e n t i n g
o n e ' s  o r g a n i z a t i o n  when d e a l i n g  w i t h  i n d i v i d u a l s  
o r  groups o u t s i d e  the  o r g a n i z a t i o n ,  such as 
cus t ome r s ,  s u p p l i e r s ,  s a l es  r e p r e s e n t a t i v e s ,  
government  and c i v i c  gr oups ,  and p r o f e s s i o n a l  
a s s o c i a t i o n s  (1969 ;  6 1 - 7 5 ) -
These d e f i n i t i o n s  were p r ov i ded  t o  each r espondent  who was asked
t o  e s t i m a t e  t h e  p e r c e n t ag e  o f  t i me  he spent  in each o f  t he  s i x
" a c t i v i t i e s "  and t he  p e r c e n t a g e  o f  t i me  he should have spent  in
each.  Respondents were  chosen f rom t o p ,  m i d d l e ,  and s u p e r v i s o r y
l e v e l s  o f  management .  R e s u l t s  i n d i c a t e d  t h a t  t h e  top l e v e l  o f
management spent  more t i me  in p l a n n i n g ,  c o o r d i n a t i n g ,  and
e v a l u a t i n g  t han o t h e r  l e v e l s  o f  management .  S u p e r v i s o r y  managers
spent  more o f  t h e i r  t i me  in i n v e s t i g a t i n g  and s u p e r v i s i n g  and
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a l s o  o p e r a t i o n a l  p l a n n i n g .  M i d d l e  managers spent  more t i me  
n e g o t i a t i n g  t han t he  o t h e r  l e v e l s  o f  management .  The r e l a t i v e  
a l l o c a t i o n s  o f  a c t u a l  and i d e a l  t i me  spent  on t h e  d e f i n e d  
" A c t i v i t i e s "  were s u r p r i s i n g l y  c o n s t a n t .  T h i s  was t r u e  a t  a l l  
l e v e l s  o f  management e x c e p t  in t he  i n s t a n c e  o f  t op  management ,  
who b e l i e v e d  t h a t  they  should spend more t i me  in p l a n n i n g .  The  
a c t u a l  and i d e a l  t i me  c o n s i s t e n c y  i s  most l i k e l y  due t o  t h e  
s e l f a p p r a i s a l  r a t i n g s .
In The Jobs o f  Management , Dunn,  E l v i s  and K e l l y  ( 1973)  
u t i l i z e d  a q u e s t i o n n a i r e  t o  d e t e r m i n e  t he  p e r ce n t ag e  o f  t i me  
t h a t  managers spent  on t he  p l a n n i n g ,  o r g a n i z i n g ,  and c o n t r o l l i n g  
f u n c t i o n s  as i d e n t i f i e d  by R. C. D a v i s .  A group o f  e i g h t y - s i x  
managers in s i x  f i r m s  were  asked t o  rank t h e i r  s u b o r d i n a t e  
managers and s u p e r v i s o r s  on a per f or mance  r a t i n g  s c a l e .  In 
a d d i t i o n ,  t he  s u b o r d i n a t e s  were a l s o  r a t e d  on the  t i me  spent  
and t he  r a n k i n g  o f  i mpor t ance  o f  t h e i r  p l a n n i n g ,  o r g a n i z i n g ,  and 
c o n t r o l l i n g  (POC) r o l e s  and f u n c t i o n s .  The more e f f e c t i v e  mana­
ger s  were  found t o  spend 39 p e r c e n t  o f  t h e i r  work  week on POC 
d u t i e s ,  w h i l e  t h e  l ess  e f f e c t i v e  managers spent  3 b  p e r c e n t  o f  
t h e i r  work week on POC f u n c t i o n s .  I t  was a l s o  found t h a t  the  
more e f f e c t i v e  managers spent  61 p e r c e n t  more t i me  on p l a n n i n g  
t han d i d  t h e  l ess  e f f e c t i v e  managers.  The l ess  e f f e c t i v e  
managers ,  on t he  o t h e r  hand,  spent  more t i me  and ranked t h e
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f u n c t i o n s  o f  o r g a n i z i n g  and c o n t r o l l i n g  as more i m p o r t a n t  than  
d i d  the more e f f e c t i v e  managers.  A l t h o u g h  no a t t e m p t  was made 
t o  measure t ime spent  o r  rank o f  i mpor t ance  in o t h e r  manager i a l
f u n c t i o n s ,  the a u t h o r s  d i scussed  t he  e v o l u t i o n  o f  t he  o t h e r
management f u n c t i o n s .  They p r e s e n t e d  t h e i r  c u r r e n t  taxonomy o f
management f u n c t i o n s  e x a c t l y  the same as those d eve l oped  by
Mahoney (1963)  in the  U n i v e r s i t y  o f  M i n neso t a  s u t d i e s .
C r i t e r i a  t o  measure o r g a n i z a t i o n a l  components o f  e f f e c ­
t i v e n e s s  were deve l oped by Wahba and Sh a p i r o  ( 1 9 7 3 ) •  Managers  
a t  t he  t h r e e  o r g a n i z a t i o n a l  l e v e l s  o f  t o p ,  m i d d l e ,  and s u p e r ­
v i s o r y  management ranked t went y  p o s s i b l e  c r i t e r i a  measures  
a c c o r d i n g  to  t h e i r  i mpor t ance .  The r e s u l t s  showed a ma n a g e r i a l  
model o f  e f f e c t i v e n e s s  was based on the t h r e e  d i mens i ons  o f  
p e r f o r ma n c e ,  i n t e r c o mp o n e n t ,  and i n t r a c o m p o n e n t .
The p er f or mance  d i mens i ons  a r e  t he  p r o d u c t i v i t y ,  
p l a n n i n g ,  and r e l i a b i l i t y  management f u n c t i o n s .  The i n t e r c o m ­
ponent  d i mensi ons  a r e  c o o r d i n a t i o n  and c o o p e r a t i o n ,  w h i l e  t h e  
i n t r acompo nent  d i mensi ons  a r e  made up o f  l e a d e r s h i p ,  m o t i v a t i o n ,  
communi ca t i on ,  j o b  s a t i s f a c t i o n ,  l a c k  o f  c o n f l i c t ,  and per sonne l  
a c t  i v i  t  i e s .
A " M a n a g e r i a l  P o s i t i o n  D e s c r i p t i o n  Q u e s t i o n n a i r e "  was 
deve l oped  by Tornow and P i n t o  ( 1 9 7 6 )  t o  o b j e c t i v e l y  d e s c r i b e  
t he  j o b  c o n t e n t  o f  e x e c u t i v e  and management p o s i t i o n s  in terms  
o f  t h e i r  p o s i t i o n  r e s p o n s i b i l i t i e s ,  c o n c e r n s ,  r e s t r i c t i o n s ,
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demands,  and a c t i v i t i e s .  A f a c t o r  a n a l y s i s  o f  t he  q u e s t i o n n a i r e  
responses f rom a sample o f  ^33 managers a t  t h r e e  l e v e l s  and 
d i f f e r e n t  f u n c t i o n a l  a r eas  r e s u l t e d  in t h i r t e e n  i ndependent  j o b  
f a c t o r s .  These f a c t o r s  were p r e s e n t e d  as f o l l o w s :
1. P r o d u c t ,  M a r k e t i n g ,  and F i n a n c i a l  S t r a t e g y P 1ann i n g .
2 . C o o r d i n a t i o n  o f  Ot her  O r g a n i z a t i o n a l  U n i t s and P e r s o n n e 1
3- I n t e r n a l  Business C o n t r o l .
b . Product s  and S e r v i c e s  R e s p o n s i b i l i t y .
5. P u b l i c  and Customer R e l a t i o n s .
6. Advanced C o u n s e l i n g .
7. Autonomy o f  A c t i o n .
8 . Approval  o f  F i n a n c i a l  Commitments.
9- S t a f f  S e r v i c e .
10. Supe rv i s i o n .
11 . C o mp l e x i t y  and S t r e s s .
12. Advanced F i n a n c i a l  R e s p o n s i b i l i t y .
13. Broad Personnel  R e s p o n s i b i l i t y .
The need f o r  a s y s t e m a t i c  l i t e r a t u r e  search on t he
d i mens i ons  and group i ng  o f  a c t i v i t i e s  and j o b s  i s  b a s i c  f o r  the  
deve l opment  o f  a me an i ngf u l  f ramework f o r  the  r o l e  and f u n c t i o n s  
o f  management work .  Among the more f r e q u e n t l y  c i t e d  r e s e a r c h  
e f f o r t s  in t he  l i t e r a t u r e  were t hose  o f  Fayol  ( 1 9 4 9 ) ,  Barnard  
( 1 9 3 8 ) ,  Koontz  and O ' Do nne l l  ( 1 9 5 9 ) ,  Hemphi l l  ( i 9 6 0 ) ,  Dav i s  
( 1 9 6 4 ) ,  and T e r r y  ( 1 9 6 4 ) .  T a b l e  3 is a summary,  by a u t h o r ,  o f  
management f u n c t i o n s  in t he  e m p i r i c a l  l i t e r a t u r e  r e v i ewed  in 
t h i s  s t u d y .
Review o f  t he  e m p i r i c a l  s t u d i e s  in t he  l i t e r a t u r e  show,  
as d i d  the  t h e o r e t i c a l  l i t e r a t u r e  r e v i e w ,  t h a t  p l a n n i n g ,  
o r g a n i z i n g  and c o n t r o l l i n g  a c h i eved  w i d e s p r e a d  a c c e p t a n c e .  
Whereas,  the  t h e o r e t i c a l  l i t e r a t u r e  r e f e r r e d  t o  d i r e c t i n g .
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T a b l e  3
Summary o f  Management  F u n c t i o n s  in 
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l e a d i n g  and m o t i v a t i n g ,  t h e  e m p i r i c a l  s t u d i e s  r e v e a l e d  s u p e r v i s i n g  
as t he  main a c t u a t i n g  f u n c t i o n  a r e a .  Thus ,  the  e m p i r i c a l  s t u d i e s  
were  d i r e c t e d  m a i n l y  a t  t he  f i r s t - l i n e  s u p e r v i s i o n  l e v e l  o f  
management .
S u m m a r y  o f  M a n a g e m e n t  F u n c t i o n  a n d  R e l a t e d  A c t i v i t i e s
The purpose o f  t h i s  l i t e r a t u r e  sea r ch  was t o  d e v e l o p  a 
r o l e  and f u n c t i o n  management taxonomy as a f ramework f o r  the  
i n v e s t i g a t i o n .  The v a r i o u s  f u n c t i o n s  and r e l a t e d  a c t i v i t i e s  
noted by t he  a u t h o r s  who have been d i s c u s s e d  have been combined 
in T a b l e  4.  Thr oughout  t h i s  l i t e r a t u r e  s e a r c h ,  p l a n n i n g ,  
o r g a n i z i n g ,  a c t u a t i n g ,  c o n t r o l l i n g  and c o o r d i n a t i n g  emerged 
c o n s i s t e n t l y  as be i ng  ma j o r  f u n c t i o n s  in which managers should  
or  do engage .  A l s o ,  a p a t t e r n  o f  s p e c i f i c  a c t i v i t i e s  e v o l v e d  
whi ch a r e  c l a s s i f i e d  under  each o f  t h e  above f i v e  f u n c t i o n s .
For  e x ampl e ,  under  p l a n n i n g  a r e  such a c t i v i t i e s  as e s t a b l i s h i n g  
o b j e c t i v e s ,  manpower p l a n n i n g  and r e s o u r ce  a l l o c a t i o n .  The  
a c t i v i t i e s  l i s t e d  in T a b l e  4 a r e  not  a l l  i n c l u s i v e ,  but  a r e  
a c t i v i t i e s  c o n s i s t e n t l y  named by t he  a u t h o r s  r e v i e w e d .  These  
r e s u l t i n g  f u n c t i o n s  and a c t i v i t i e s  f r om t h e  j o b  taxonomy form  
t he  b a s i s  f o r  deve l opment  o f  an i n s t r u m e n t  t o  a n a l y z e  t he  needs 
o f  management .
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C h a p t e r  I I I
MET HOD OL OGY
The purpose  o f  Chapt er  I I was t o  d e v e l o p  a taxonomy o f  
management a c t i v i t i e s  under  each management f u n c t i o n  t o  be used 
as a b a s i s  f o r  t he  i ns t r u me n t  used in t h i s  s t ud y .  The d e v e l o p ­
ment o f  t h e  i n s t r u m e n t ,  sample s e l e c t i o n ,  a d m i n i s t r a t i o n  o f  the  
q u e s t i o n n a i r e ,  and the  s t a t i s t i c a l  des i gn  o f  compar ing responses  
o f  t he  samples a r e  d i scussed  in t h i s  c h a p t e r .
In s t r u me n t  Development
The i n s t r u m e n t  used in t h i s  s t udy  was the  "Management  
F u n c t i o n  and Role  S u r v e y . "  The c o n t e n t s  o f  t he  q u e s t i o n n a i r e  
wer e  des i gned  t o  d e t e r m i n e  t o  what  e x t e n t  m i dd l e  managers a r e  
o r  should be p e r f o r m i n g  c e r t a i n  r o l e s  and f u n c t i o n s  as p e r c e i ve d  
by v a r i o u s  p u b l i c s :  top managers ,  s u p e r v i s o r y  managers ,  and
m i dd l e  managers t he ms e l ve s .
L i t e r a t u r e  r e l a t i n g  t o  t h e  f u n c t i o n s  o f  management was 
r e v i ewed  and f rom the  r e v i e w  a l i s t  was deve l oped  o f  t h i r t y - s e v e n  
s p e c i f i c  a c t i v i t i e s  t h a t  managers mi ght  r e a s o n a b l y  be ex p e c t e d  t o  
p e r f o r m .  These a c t i v i t i e s  a r e  summarized in T a b l e  5-  The 
l i s t e d  a c t i v i t i e s  were  t hose  which t he  l i t e r a t u r e  s a n c t i o n s  as 
be i ng  a p p r o p r i a t e  b e h a v i o r s  t o  the  r o l e  o f  t he  manager .  Wh i l e  
not  an e x h a u s t i v e  l i s t  o f  r o l e  a c t i v i t i e s ,  i t  d i d  i n c l u d e  a
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n u m b e r  o f  t h o s e  a c t i v i t i e s  a n d  b e h a v i o r s  w h i c h  r e s e a r c h  h a s  
s h o w n  t o  b e  i m p o r t a n t  i n  e x p l o r a t i o n  o f  t h e  m a n a g e r ' s  r o l e .  T h e  
a c t i v i t y  i t e m s  i n  t h e  d a t a  a n a l y s i s  w e r e  g r o u p e d  i n t o  t h e  f i v e  
f u n c t i o n s  o f  p l a n n i n g ,  o r g a n i z i n g ,  a c t u a t i n g ,  c o n t r o l l i n g ,  a n d  
c o o r d i n a t i n g .  T h e  a c t u a t i n g  f u n c t i o n  w a s  f u r t h e r  c a t e g o r i z e d  
i n t o  t h e  m a j o r  a c t i v i t y  a r e a s  o f  m o t i v a t i n g  a n d  i n c e n t i v e s ,  
c o m m u n i c a t i n g ,  a n d  l e a d i n g .
I n  a  p i l o t  a d m i n i s t r a t i o n  o f  t h e  i n s t r u m e n t ,  t h e  " M a n a g e ­
m e n t  f u n c t i o n  a n d  R o l e  S u r v e y "  w a s  g i v e n  t o  e l e v e n  m a n a g e r s  i n  
t h e  s u b j e c t  c o m p a n y .  A f t e r  s u g g e s t e d  m i n o r  c h a n g e s ,  t h e  
q u e s t i o n n a i r e  w a s  f i n a l i z e d  ( A p p e n d i x  A ) .
The i n s t r u m e n t  f o r m a t  used in t h i s  s t udy  was deve l oped  
f rom two so u r c e s .  The f i r s t  source  was t h e  needs assessment  
f o r ma t  d e v i s e d  by t he  Texas E d u c a t i o n  Agency p l an  e n t i t l e d  
A c c o u n t a b i l i t y  in Guidance Se r v i c e s  ( 1 9 7 3 ) -  The o t h e r  source  
was "The Need S a t i s f a c t i o n  and Role  P e r c e p t i o n  Q u e s t i o n n a i r e "  
as d e s c r i b e d  in L. W. P o r t e r  and E. E.  L a w l e r ,  Ma n ager i a  1 
A t t i t u d e s  and Per formances  ( 1 9 8 9 ) .
The f i r s t  page o f  t he  q u e s t i o n n a i r e  i nc l uded  a s h o r t  
d e s c r i p t i o n ,  s t a t e m e n t  o f  c o n f i d e n t i a l i t y ,  d i r e c t i o n s ,  and a 
sample q u e s t i o n .  The f o r ma t  b eg i ns  w i t h  t h e  base p h r a s e .  "To  
what  e x t e n t  does mi d d l e  management , "  f o l l o w e d  by two numbered 
q u e s t i o n s .  In t he  f i r s t  numbered q u e s t i o n  ( 1 ,  3 ,  5 ,  7 ,  e t c . )  
t h e  r espondent  was asked t o  what  e x t e n t  t h e  m i d d l e  management
59
a c t i v i t y  is c u r r e n t l y  be i ng p e r f o r me d .  The r e s p o n d e n t ' s  o p i n i o n  
was marked on the  response shee t  t o  i n d i c a t e  a c t u a l  o r  observed  
f u n c t i o n s  o f  t he  m i d d l e  manager .  In t he  second q u e s t i o n  ( 2 ,  k ,
6 , 8 , e t c . )  the  respondent  was asked t o  mark t o  what  e x t e n t  the  
m i d d l e  manager  should  be do i ng  t he  a c t i v i t y  ment ioned in the  
f i r s t  ques t i on . .  The r e s p o n d e n t ' s  o p i n i o n  was marked on the  
response shee t  t o  i n d i c a t e  i d e a l  f u n c t i o n s  o f  the  m i d d l e  manager .
I t  was f e l t  t h a t  s i g n i f i c a n t  d i s c r e p a n c i e s  between t he  
f i r s t  q u e s t i o n  ( a c t u a l  o r  observed r o l e )  and t he  second q u e s t i o n  
( i d e a l  o r  expec t ed  r o l e )  would p o i n t  out  t h e  a r e a s  in which  
m i d d l e  managers '  a c t i v i t i e s  were or  were not  cong r u en t  w i t h  
t h e i r  own e x p e c t a t i o n s  and w i t h  t hose  o f  t h e i r  p u b l i c s .
The l a s t  t h r e e  i tms on t h e  q u e s t i o n n a i r e  c o n s i s t e d  o f  t he  
p a r t i c i p a n t s '  management l e v e l  and d e p a r t me n t .
The q u e s t i o n n a i r e  used in t h i s  s t udy  a t t e m p t e d  t o  assess  
how t he  v a r i o u s  p u b l i c s  t h i n k  t h e  m i d d l e  manager  does or  should  
behave in h i s  r o l e .  The r e a d e r  should be c a u t i o n e d  t h a t  t he  
i n s t r u m e n t  in no way d e s c r i b e s  a c t u a l  b e h a v i o r .  I t  was used 
her e  t o  d e s c r i b e  p e r c e p t i o n s  o f  the  r o l e  o f  t he  m i d d l e  manager .
The q u e s t i o n n a i r e s  were  t hen a d m i n i s t e r e d  t o  randomly  
s e l e c t e d  t o p ,  m i d d l e ,  and s u p e r v i s o r y  l e v e l  p e r sonne l  in t he  
t h r e e  f u n c t i o n a l  a r e a s  o f  p r o d u c t i o n ,  m a r k e t i n g ,  and f i n a n c e .  Each 
r espondent  was g i v e n  two forms:  (1)  t he  "Management  F u n c t i o n  and
Role S u r v e y , "  and (2)  a computer  scanner  shee t  t o  be f i l l e d  in w i t h  
a §2 l ead  p e n c i 1 .
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S a m p l i n g  P r o c e d u r e  
S u b j e c t s  w e r e  d r a w n  f r o m  a  r a n d o m  s a m p l e  o f  p e r s o n n e l  
a t  t h e  s u b j e c t  c o m p a n y .  T o p  m a n a g e m e n t  w e r e  c o n s i d e r e d  a s  a n y  
d i r e c t o r ,  g e n e r a l  m a n a g e r ,  p r e s i d e n t ,  v i c e  p r e s i d e n t ,  c h i e f  
e x e c u t i v e  o f f i c e r ,  o r  e q u i v a l e n t  p o s i t i o n .  F i r s t - l i n e  s u p e r ­
v i s o r y  m a n a g e m e n t  i n c l u d e d  t h e  f i r s t  l e v e l  o f  s u p e r v i s i o n  w i t h  
d i r e c t  r e s p o n s i b i l i t y  f o r  a t  l e a s t  t w o  n o n - s u p e r v i s o r y  s u b ­
o r d i n a t e s  ( i n c l u d i n g  f o r e m e n ) .  R e s p o n s e s  n o t  m e e t i n g  t h e s e  
m a n a g e m e n t  c r i t e r i a  f o r  e i t h e r  t o p  m a n a g e m e n t  o r  f i r s t - l i n e  
s u p e r v i s o r y  m a n a g e m e n t  w e r e  c o n s i d e r e d  m i d d l e  m a n a g e m e n t .  M i d d l e  
m a n a g e r s  a t  t h e  f i r m  w e r e  n o r m a l l y  t i t l e d  a s  M a n a g e r ,  C h i e f ,  o r  
F a c t o r y  S u p e r v i s o r .
T h e  p o p u l a t i o n  o f  e a c h  m a n a g e m e n t  l e v e l  ( t o p  m a n a g e m e n t ,  
m i d d l e  m a n a g e m e n t ,  a n d  s u p e r v i s o r y  m a n a g e m e n t )  i n  e a c h  o f  t h e  
t h r e e  f u n c t i o n a l  d e p a r t m e n t s  ( p r o d u c t i o n ,  i n c l u d i n g  e n g i n e e r i n g  
a n d  p e r s o n n e l ,  m a r k e t i n g ,  a n d  f i n a n c e )  w e r e  o b t a i n e d  a n d  t h e  
a p p r o p r i a t e  s a m p l e  s i z e  d e t e r m i n e d .  ( S a m p l e  s i z e s  w e r e  c a l c u l a t e d  
a c c o r d i n g  t o  W.  M e n d e n h a l l ,  O t t  L y m a n  a n d  R.  L .  S c h a e f f e r ,  
E l e m e n t a r y  S u r v e y  S a m p l i n g , 1971;  **6 . )
A r o s t e r  o f  m a n a g e m e n t  p e r s o n n e l  i n  e a c h  o f  t h e  a r e a s  o f  
p r o d u c t i o n ,  m a r k e t i n g ,  a n d  f i n a n c e  w e r e  o b t a i n e d  f r o m  t h e  c o m p a n y  
p e r s o n n e l  d e p a r t m e n t .  T h e  q u e s t i o n n a i r e  a n d  c o v e r  l e t t e r  
( A p p e n d i x  A )  w e r e  d i s t r i b u t e d  a n d  r e t u r n e d  i n  t h e  c o m p a n y  m a i l ,  
t o  s e l e c t e d  m a n a g e r s  a s  f o l l o w s :
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Top ma n a g e r s : A l l  o f  t he  top managers were surveyed
w i t h  t he  "Management  F u n c t i o n  and Role S u r v e y . "
M i d d l e  M a n a g e r s : A t o t a l  o f  196 m i d d l e  managers was
randomly s e l e c t e d  in t h e  t h r e e  f u n c t i o n a l  a r e a s  and was surveyed  
w i t h  the  "management F u n c t i o n  and Role S u r v e y . "  In o r d e r  t o  
a s s u r e  the  c a l c u l a t e d  sample number o f  m i dd l e  managers f rom each  
f u n c t i o n a l  a r e a ,  e v e r y  n t h  m i dd l e  manager ' s  name was chosen f rom 
t he  l i s t  o f  p e r sonne l  (n_ e q u a l s  t h e  sample s i z e  d i v i d e d  i n t o  the  
mi d d l e  management p o p u l a t i o n ) .
S u p e r v i s o r y  m a n a g e r s : A t o t a l  o f  23^ s u p e r v i s o r y
managers was randomly s e l e c t e d  f rom t he  t h r e e  f u n c t i o n a l  a r eas  
and was surveyed w i t h  t he  "Management  F u n c t i o n  and Role S u r v e y . "  
W i t h i n  each f u n c t i o n a l  a r e a  personne l  l i s t ,  e v e r y  n t h  s u p e r v i s o r ' s  
name was chosen.
As shown in T a b l e  6 , t he  t o t a l  number r equ es t ed  t o  
p a r t i c i p a t e  in t h i s  s t udy  was A56.  They were  c l a s s i f i e d  as 
f o l l o w s :  36 t op l e v e l  manager ,  196 m i d d l e  l e v e l  managers ,  and
23^ s u p e r v i s o r y  manager ;  337 p r o d u c t i o n  managers ,  10A m a r k e t i n g  
managers ,  and 25 f i n a n c i a l  managers.  The o v e r a l l  response was 
95 p e r c e n t .
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T a b l e  6
M a n a g e m e n t  L e v e l  a n d  D e p a r t m e n t  P o p u l a t i o n  ( N ) , 
S a m p l e  S i z e  ( s )  , S a m p l e  R e s p o n s e  ( R )  , 
a n d  P e r c e n t  R e s p o n s e  (%)
D e p a r t m e n t
P r o d u c t  i o n M a r k e t  i n g F i n a n c e
N s  R % N s R % N s  R %
U p p e r  ( d i r e c t o r  a n d  a b o v e ) 19 19 18 95 15 15 10 67 2 2 1 50
M i d d l e  ( m a n a g e r  o r  c h i e f ) 172 121 121 100 66 57 bb  77 18 18 16 89
S u p e r v i s o r y  ( f i r s t - l i n e ) 38A 197 207 100 32 32 30 9b 5 5 5 100
N o t e :  A l l  u p p e r  a n d  s u p e r v i s o r y  f i n a n c i a l  m a n a g e r s  w e r e  s u r v e y e d
a n d  a d d i t i o n a l  q u e s t i o n n a i r e s  w e r e  d i s t r i b u t e d  t o  m i d d l e  a n d  
s u p e r v i s o r y  m a n a g e r s  i n  t h e  p r o d u c t i o n  a r e a s  t o  i n s u r e  t h e  
c a l c u l a t e d  s a m p l e  r e s p o n s e .
S o u r c e :  P r i m a r y
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Dat a  A n a l y s i s  P r ocedur e  
The computer  scanner  answer  shee t s  were c o l l e c t e d  and 
t hen  processed t hr ou gh  the  U n i v e r s i t y  o f  Texas a t  A r l i n g t o n  
Computer  C e n t e r ,  us i n g  t he  a p p r o p r i a t e  chi  square  s t a t i s t i c a l  
p r ocedu r es  f rom t h e  S t a t i s t i c a l  Package f o r  t he  S o c i a l  Sc i ences  
(SPSS) ( 1 9 7 5 ;  2 1 8 —2.48) . The a c t u a l  and i d e a l  m i d d l e  manager  
r o l e  r a n k i n g s  were  t e s t e d  u s i n g  t h e  Spearman r a n k - o r d e r  c o r ­
r e l a t i o n  c o e f f i c i e n t .  In a d d i t i o n ,  t h e  z t e s t  f o r  t he  d i f f e r e n c e  
between two means was computed f o r  t he  i n t e r g r o u p  responses  
(Popham, 1973;  2 7 k ,  3 0 1 ) .
Concept
U t i l i z i n g  t h e  computer  scanner  s h e e t ,  each r espondent  
was asked t o  mark on a f i v e - p o i n t  s c a l e  t he  e x t e n t  o r  deg r ee  t o  
whi ch  t he  m i d d l e  manager  in h i s  d e p a r t me n t  engaged in each  
a c t i v i t y .  The p o s s i b l e  responses wer e :  (A) none or  v e r y  l i t t l e ,
(B) l i t t l e ,  (C) a v e r a g e  o r  mo d e r a t e ,  (D) h i gh  o r  e x t e n s i v e l y ,  
and (E)  maximum. A p o i n t - v a l u e  was used f o r  c o m p u t a t i o n a l  p u r ­
poses in whi ch  A = 1,  B = 2 ,  C = 3 ,  D =  k ,  and E = 5-
Responses t o  each o f  t he  i tems were  computed in t h e  form 
o f  means.  I tems f rom t h e  q u e s t i o n n a i r e  which p o i n t e d  t o  a d i s ­
c r epancy  between t h e  a c t u a l  and i d e a l  r o l e s  o f  t he  m i d d l e  
manager  were  r e p o r t e d  when s t a t i s t i c a l l y  s i g n i f i c a n t .
The s t a t i s t i c a l  p r oc e d u r e  used was t he  n o n - p a r a m e t r i c  
c h i - s q u a r e  a n a l y s i s  a t  t h e  . 0 5  l e v e l  o f  s i g n i f i c a n c e .  C h i - s q u a r e
a n a l y s i s  a l l o w s  f o r  t h e  c o m p a r i s o n  b e t w e e n  t w o  i n d e p e n d e n t  
s a m p l e s ;  i t  a l s o  r e p o r t s  s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  
b e t w e e n  t h e  a c t u a l  a n d  i d e a l  m i d d l e  r o l e s  a s  p e r c e i v e d  b y  e a c h  
o f  t h e  r e s p o n d e n t  g r o u p s .  A n a l y s i s  b y  t h e  c h i - s q u a r e  w a s  
c h o s e n  p a r t i c u l a r l y  b e c a u s e  t h e  i n e q u a l i t y  o f  s a m p l e  s i z e s  i s  
c o r r e c t e d  f o r  i n t e r n a l l y  b y  t h i s  p r o c e d u r e .
L i m i t a t i o n s  o f  t h e  c h i - s q u a r e  a n a l y s i s  a r e  t h e  a s s u m p ­
t i o n s  a s s o c i a t e d  w i t h  n o n - p a r a m e t r i c  t e s t s .  T o  s u m m a r i z e  
b r i e f l y  t h e s e  a s s u m p t i o n s :
1. t he  s u b j e c t s  in each subgroup a r e  random samples  
f rom t h e i r  c o r r e s p o n d i n g  p o p u l a t i o n ;
2.  t he  measures must be n o r m a l l y  d i s t r i b u t e d  in t he  
subgroup p o p u l a t i o n s ;  and
3- t h e  v a r i a n c e s  w i t h i n  t he  subgroup p o p u l a t i o n s  
must be homogeneous.
T h e s e  a s s u m p t i o n s  a r e  m u c h  w e a k e r  t h a n  t h o s e  d e m a n d e d  b y  m a n y  
p a r a m e t r i c  t e s t s  ( P o p h a m ,  1 9 7 3 ; 183» 2 7 1 ) .
The v a r i a n c e  o f  t h e  responses was found t o  be homo­
geneous by a p p l i c a t i o n  o f  B a r t l e t t ' s  t e s t  o f  homogeni ty  (Popham 
1973;  1 6 7 ) .  A l l  o f  t he  v a r i a t i o n  f o r  t he  responses means was 
homogeneous w i t h  s t a n d a r d  d e v i a t i o n s  r a n g i n g  between 0 . 8  and 1 . 1 
The z t e s t  f o r  the  d i f f e r e n c e  between two means was t he  
s t a t i s t i c a l  p r o c e d u r e  u t i l i z e d  t o  d e t e r m i n e  t h e  i n t e r g r o u p  
d i f f e r e n c e s  among t he  v a r i o u s  p u b l i c s  ( t o p - m i d d l e ,  m i d d l e -  
s u p e r v i s o r y ,  and t o p - s u p e r v i s o r y ) .  The z t e s t  f o r  t he  d i f ­
f e r e n c e  between two means was chosen because i t  a l l o w s  f o r  
a compar ison between two means w i t h  a d i s p a r i t y  in sample s i z e s
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To d e t e r m i n e  the  degr ee  o f  r e l a t i o n s h i p  between t he  
i n t r a g r o u p  and i n t e r g r o u p  r a n k i n g s ,  t h e  n o n p a r a m e t r i c  Spearman 
R ank- Or der  C o r r e l a t i o n  C o e f f i c i e n t  was u t i l i z e d  (Popham, 1973;  
280 ,  3 0 1 ) .  The r a t i o n a l e  f o r  t h e  Spearman c o e f f i c i e n t  is based 
upon t he  n o t i o n  o f  d i f f e r e n c e s  between ranks on two measures.
The . 0 5  l e v e l  o f  s i g n i f i c a n c e  was used t h r o u g h o u t  t he  
s t udy  based upon c o n v e n t i o n a l  use in b e h a v i o r a l  s c i e n c e  r es e a r c h .  
C o n s e q u e n t l y ,  t h e  r e s u l t s  o f  t h i s  s t u d y  may be compared w i t h  
o t h e r  s t u d i e s  in t h e  l i t e r a t u r e  (Popham, 1973;  ^ 9 ) •
Hypotheses
The f o l l o w i n g  hypot heses  were  t e s t e d  in t h i s  s t ud y .
These h ypot heses  a r e  t o  be c o n s i d e r e d  h i g h l y  t e n t a t i v e  in n a t u r e  
and a r e  proposed as gu i de s  f o r  d a t a  a n a l y s i s .  In each c a s e ,  a 
n u l l  hypot heses  is s t a t e d  a l o n g  w i t h  an a l t e r n a t i v e  h y p o t h e s i s .
N u l l  H y p o t he s i s  1: T h e r e  w i l l  be no d i f f e r e n c e  between
t h e  a c t u a l  and i d e a l  m i d d l e  manager
r o l e s  as p e r c e i v e d  by top l e v e l  
ma nager s .
A 1 t e r n a t  i ve
H y p o t he s i s  1: Th e r e  w i l l  be a d i f f e r e n c e  between
t h e  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  as p e r c e i v e d  by t op l e v e l  
ma nager s .
N u l l  Hy p o t h e s i s  2 :  T h e r e  w i l l  be no d i f f e r e n c e  between
t he  a c t u a l  and i d e a l  m i d d l e  manager
r o l e s  as p e r c e i v e d  by m i d d l e  l e v e l  
managers t h e m s e l v e s .
A 1 t e r n a t  i ve
Hy p o t he s i s  2:  T h e r e  w i l l  be a d i f f e r e n c e  between
t he  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  as p e r c e i v e d  by m i d d l e  l e v e l  
managers t h e m s e l v e s .
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N u l l  H y p o t h e s i s  3:  Th e r e  w i l l  be no d i f f e r e n c e  between
t he  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  as p e r c e i v e d  by s u p e r v i s o r y  
l e v e l  managers.
A 1t e r n a t  i ve
H y po t h e s i s  3:  T h e r e  w i l l  be a d i f f e r e n c e  between
t he  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  as p e r c e i v e d  by s u p e r v i s o r y  
l e v e l  managers.
I n t e r p r e t a t  ion
I n t e r p r e t a t i o n  o f  t he  f i n d i n g s  was made f o r  each l e v e l  
o f  management wh er ever  a s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e  
was found between t he  a c t u a l  and i d e a l  m i d d l e  manager r o l e s  as 
d e t e r m i n e d  by t he  c h i - s q u a r e  a n a l y s i s .  The a l t e r n a t i v e  hypo­
t h e s i s  was a c c e p t e d  upon r e j e c t i o n  o f  t he  n u l l  h y p o t h e s i s .
A c t u a l  and i d e a l  r a n k i n g  compar isons were t e s t e d  w i t h  the  
Spearman r a n k - o r d e r  c o r r e l a t i o n  c o e f f i c i e n t .  In a d d i t i o n ,  p e r ­
c e i v e d  r o l e  d i f f e r e n c e  among management l e v e l s  were r e p o r t e d  
when s t a t i s t i c a l l y  s i g n i f i c a n t .  The s t a t i s t i c a l  p r o c e d u r e  used 
was t h e  z t e s t  f o r  the  d i f f e r e n c e  between two means a t  the  . 05  
l e v e l  o f  s i g n i f i c a n c e .
S u b j e c t  t o  d i s c u s s i o n  were  t h e  f o l l o w i n g :
1. P e r c e p t i o n s  o f  t he  a c t u a l  r o l e  o f  the  m i dd l e  manager  
(what  t h e  m i d d l e  manager  is p e r c e i v e d  t o  be do i ng  a t  t he  p r e s e n t )
2 .  P e r c e p t i o n s  o f  t he  i d e a l  r o l e  o f  t he  m i d d l e  manager  
(what  t h e  m i d d l e  manager  shoul d  be d o i ng )
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3.  Ranking o f  t he  r esponse means f o r  t he  m i d d l e  
man ag er ' s  r o l e  a c t i v i t i e s  as p e r c e i v e d  by each l e v e l  o f  manage­
ment
*». D i f f e r e n c e s  among management l e v e l s  in p e r c e p t i o n s  
o f  t h e  a c t u a l  m i dd l e  manager r o l e
5.  D i f f e r e n c e s  among management l e v e l s  in p e r c e p t i o n s  
o f  t h e  i d e a l  m i d d l e  manager  r o l e
These d i f f e r e n c e s  between a c t u a l  and i d e a l  r o l e s  were  
r e p o r t e d  on t he  f o l l o w i n g  l e v e l s :
1. I n t r a g r o u p  d i f f e r e n c e s : one r espondent  g r o u p ' s
p e r c e i v e d  d i f f e r e n c e s  between a c t u a l  and i d e a l  r o l e s
2.  I n t e r g r o u p  d i f f e r e n c e s : Compar isons among r espondent
groups as t o  p e r c e i v e d  d i f f e r e n c e s  o f  the  m i dd l e  manager ' s  r o l e
C r i t e r i a  f o r  d i s c u s s i o n  o f  t he  response means as f o l l o w s :  
means o f  2 . 7  and l ess  were below a v e r a g e ;  means between 2 . 8  and 
3 - 2  were  a v e r a g e ;  means between 3 . 3  and 3 - 7  wer e  above a v e r a g e ;  
means between 3 - 8  and b . 2  w e r e  h i g h ;  and means above *1.3 were  
d e s i g n a t e d  h i g h  t o  maximum.
C h a p t e r  I V  
F I N D I N G S ,  A N A L Y S I S  A N D  I N T E R P R E T A T I O N
The purpose  o f  t h i s  c h a p t e r  was t o  p r e s e n t ,  a n a l y z e ,  
and i n t e r p r e t  t he  d a t a  o b t a i n e d  f rom t he  "Management F unc t i on  
and Rol e  Sur vey"  needs assessment  q u e s t i o n n a i r e .  The q u e s t i o n ­
n a i r e s  were  d i s t r i b u t e d  d u r i n g  August  and September  o f  1977-  
Upon r e t u r n  o f  t he  computer  shee t s  f rom t he  r es p o n d e n t s ,  r e ­
sponses o f  each o f  the  q u e s t i o n s  were  t a l l i e d  and means were com­
puted f o r  each o f  t he  i t e ms .  I tems f rom t he  q u e s t i o n n a i r e  which  
p o i n t e d  up a d i s c r e p a n c y  between t he  a c t u a l  and i dea l  r o l e s  o f  
t he  m i d d l e  manager  wer e  r e p o r t e d  when s t a t i s t i c a l l y  s i g n i f i c a n t .
T h e  t h r e e  h y p o t h e s e s ,  w h i c h  w e r e  s e t  u p  i n  t h e  c l a s s i c a l  
n u l l  a n d  a l t e r n a t i v e  h y p o t h e s i s  f o r m ,  d e a l t  w i t h  t h e  p e r c e p t i o n s  
o f  t o p ,  m i d d l e  a n d  s u p e r v i s o r y  l e v e l  r e s p o n s e s .  T h e  f i n d i n g s  
w e r e  p r e s e n t e d  i n  t h e  o r d e r  o f  t h e  h y p o t h e s e s  a s  s t a t e d  i n  
C h a p t e r  I I I .
F o r  e a c h  m a n a g e m e n t  r e s p o n s e  g r o u p ,  t h e  r a n k i n g  o f  t h e  
a c t u a l  a n d  i d e a l  r e s p o n s e s ,  i n  a d d i t i o n  t o  t h e  s t a t i s t i c a l l y  
s i g n i f i c a n t  d i f f e r e n c e s  b e t w e e n  t h e  a c t u a l  a n d  i d e a l  m i d d l e  
m a n a g e r  r o l e s ,  w e r e  r e p o r t e d  a s  " i n t r a g r o u p  r e s p o n s e s . "  T h e s e  
i n t r a g r o u p  r e s p o n s e s  f o r m e d  t h e  f i r s t  m a j o r  d i v i s i o n  o f  t h i s  
c h a p t e r .  I n  a d d i t i o n ,  t h e  r e s p o n s e  g r o u p s  r a n k i n g s ,  a s  w e l l  a s
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t h e  s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  between t he  a c t u a l  
and i dea l  r esponses ,  were  compared f rom one respondent  group t o  
t he  o t h e r  respondent  gr oups .  These r esponses ,  r e p o r t e d  as 
" i n t e r g r o u p  r e s p o n s e s , "  p r o v i de d  t he  b a s i s  f o r  t h e  second ma j or  
d i v i s i o n  o f  t h i s  c h a p t e r .
INTRAGROUP MANAGEMENT LEVEL RESPONSES
In t he  f o l l o w i n g  pages,  t he  t o p ,  m i dd l e  and s u p e r v i s o r y  
l e v e l  managers '  p e r c e p t i o n s  o f  t he  m i d d l e  managers '  a c t u a l  and 
i d e a l  a c t i v i t i e s  have been ranked a c c o r d i n g  t o  t he  response means 
o f  t h e  surveyed a c t i v i t i e s .  The purpose o f  t h e  r a n k i n g s  was t o  
f orm a d a t a  base f o r  s e t t i n g  p r i o r i t i e s  t o  d e t e r m i n e  o b j e c t i v e s  
f o r  t he  m i d d l e  managers'  r o l e .  Rankings were grouped a c c o r d i n g  
t o  the  e s t a b l i s h e d  c r i t e r i a  ( Chapt e r  1 1 1 ) .  C o r r e l a t i o n  was 
t e s t e d  between t he  r a n k i n g s  o f  t he  a c t u a l  and i d e a l  m i d d l e  manager  
a c t i v i t i e s  us i ng  t he  Spearman r a n k - o r d e r  c o e f f i c i e n t .  In a d d i t i o n ,  
t he  s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  between t he  a c t u a l  and 
i d e a l  m i d d l e  manager  r o l e s  as p e r c e i v e d  by t he  t h r e e  l e v e l s  o f  
management a r e  p r e s e n t e d .
Management I n t r a g r o u p  Rankings
The response g i v e n  t o  t h e  t h i r t y - s e v e n  a c t i v i t i e s  were  
a n a l y z e d  t o  d e t e r m i n e  t he  rank o f  t he  a c t u a l  and t h e  i d e a l  m i dd l e  
manager r o l e s  as p e r c e i v e d  by t he  t o p ,  m i d d l e ,  and s u p e r v i s o r y  
l e v e l  r espondent  groups .  These f i n d i n g s  appear  in t he  f o l l o w i n g  
p a g e s .
Ranking o f  Top Management I n t r a g r o u p  P e r c e p t i o n s  
o f  M i d d l e  Manager  A c t i v i t i e s
The t op  l e v e l  managers'  p e r c e p t i o n s  o f  t h e  m i d d l e  
managers '  a c t u a l  and i d e a l  r o l e s  were a n a l y z e d ,  and t he  f o l l o w i n g  
r a n k i ng s  emerged.
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A ct u a l  Role
The top l e v e l  management response means f o r  t he  mi dd l e  
manager ' s  a c t u a l  r o l e  a c t i v i t i e s  ranged f rom an above aver age  
mean o f  3 - 6  t o  a below a v e r a g e  mean o f  2 . 6  ( Appendix  B ) . The 
mi d d l e  manager  f u n c t i o n s  and a c t i v i t i e s  w i t h  above a v er age  response  
means were ranked as f o l l o w s :
Funct  i on Mean Act  i v i t y
1 eader sh  i p 3 - 6 speak i ng  a b i l i t y ,  a u t h o r i t a r i a n  
s t y  le
l e a d e r sh  i p 3 - 5 s t a n d a r d s  o f  per f or mance
pi  ann i ng 
organ i z i ng 
1eader sh  i p 
c o n t r o l  1 i ng




goa l s  and o b j e c t i v e s  
d e p a r t m e n t a 1 
c o n f i d e n c e  and t r u s t  
b u dge t a r y
p 1ann i ng 
organ i z i ng 
1 eader sh  i p 
cont  r o l 1 i ng
3 . 3
3 . 3  
3 - 3  
3 - 3
manpower
d e l e g a t i n g  a u t h o r i t y  
f r  i end 1 i ness
f o l l o w - u p ,  recor d  keepi ng
These response means i n d i c a t e d  t h a t  top management f e l t  t h a t  the  
m i d d l e  managers were a c t u a l l y  p e r f o r m i n g  a t  an above aver age  
l e v e l  on t he s e  s p e c i f i c  a c t i v i t i e s .
Top l e v e l  managers f e l t  t h a t  m i d d l e  managers were  
a c t u a l l y  p e r f o r m i n g  a d e q u a t e l y  w i t h  a v e r a g e  response means on 
t he  f o l l o w i n g  r o l e  and f u n c t i o n  a c t i v i t i e s :
Funct  ion
commun i c a t  i ng 
c o n t r o l  1 i ng 





Act  1v i t y
company l e v e l  
v e r i f y i n g ,  e v a l u a t i n g  
coord i na t  i ng
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organ i z i ng 3.1 work d u t i e s
commun i c a t  i ng 3.1 work i n f o r m a t i o n
1eader sh  i p 3-1 group meet ings
p l ann  i ng 3 - 0 s h o r t  r ange ,  resourse
mot i v a t  i ng 3 . 0 monet a r y ,  s u p e r v i s i n g ,  ach i evement
commun i c a t  i ng 3 . 0 f reedom
1eadersh  i p 3 . 0 knowing t he  p r i n c i p l e s
organ i z i ng 2 . 9 s c h e d u l i n g ,  work ass ignments
mot i v a t  i ng 2 . 9 r e c o g n i t i o n
mot i v a t  i ng 2 . 8 l a z y  employees
Those a c t i v i t i e s  ranked as below average  on t he  a c t u a l  
per f ormance  o f  m i d d l e  managers as p e r c e i v e d  by top l e v e l  managers  
w e r e :
Funct  i on Mean Act  i v i t y
mot i v a t  i ng 2 . 7 team work
commun i c a t  i ng 2 . 7 d e p a r t m e n t a 1
1eader sh  i p 2 . 7 p a r t i c i p a t i v e  s t y l e
p i ann i ng 2 . 6 long r a n ge ,  c r e a t i v e
mot i v a t  i ve 2 . 6 est eem,  c h a 11enge
G e n e r a l l y ,  l e a d e r s h i p  a c t i v i t i e s ,  ex c e p t  f o r  p a r t i c i p a t i v e  s t y l e ,  
were ranked a t  t h e  h igh end,  whereas m o t i v a t i n g  was ranked a t  
t h e  lower  end o f  t h e  response means.
I d e a l  Role
The i d e a l  top l e v e l  manager response f o r  t he  m i d d l e  
manager ' s  r o l e  a c t i v i t i e s  ranged f rom a high o f  k . b  down t o  3 . ^  
f o r  t he  v a r i o u s  a c t i v i t i e s  s u r veye d ,  i n d i c a t i n g  t h a t  top  l e v e l  
managers f e l t  t h a t  m i d d l e  managers should be p e r f o r m i n g  t he  
a c t i v i t i e s  l i s t e d  in Appendix  B, a t  an above average  t o  h i gh
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l e v e l .  The r a n k i n g  o f  expec t ed  mi d d l e  manager  r o l e  and f u n c t i o n  
a c t i v i t i e s  by top managers was as f o l l o w s :
Funct  ion Mean Act  i v i t y
1eadersh  ip b . b st a n d a r d s  o f  p e r f o r mance
organ i z i ng b . 2 d e p a r t m e n t a 1
1eadersh  i p b .  2 c o n f i d e n c e ,  speak i ng  a b i l i t y
p l a n n i n g b .  1 manpower
mot i v a t  i ng b .  1 ach i evement
1eader sh  i p b .  1 pr  i nc i p 1es
mot i v a t  i ng b . O recogn i t  ion
c o n t r o l  1 i ng b . O good r e c o r d s ,  b u d g e t i n g
p l a n n i n g 3 - 9 goal  and o b j e c t i v e s ,  sh o r t  
range ,  r e s o u r c e ,  c r e a t i v e
o r g a n i z i n g 3 . 9 work
mot i v a t  i ng 3 . 9 monetary  compensat ion
commun i ca t  i ng 3 - 9 company
c o n t r o l  1 ing 3 - 9 f o l 1ow-up
organ i z i ng 3 . 8 d e l e g a t i n g  a u t h o r i t y
mot i v a t  i ng 3 - 8 c h a 11 eng i ng work
commun i c a t  i ng 3 . 8 work i n f o r m a t i o n
1eadersh  i p 3 - 8 a u t h o r i t a r i a n  s t y l e
The r e ma i n i n g  i d e a l  o r  e x p ec t ed  m i dd l e  manager  r o l e  
per f or mance  o f  t he  surveyed a c t i v i t i e s  was r a t e d  above a v er ag e  
and ranked by top l e v e l  managers as f o l l o w s :
Funct  i on Mean Act  i v i t y
p i ann  i ng 3 . 7 long range
mot i v a t  i ng 3 . 7 l a z y  empl oyees ,  s u p e r v i s i n g ,  team 
wor k ,  esteem
l e a d e r s h i p 3 . 7 group meet i ngs
c o n t r o l  1 i ng 3 . 7 e v a 1ua t  i ng
organ i z i ng 3 . 6 sc he du1 i ng
commun i c a t  i ng 3 . 6 d e p a r t m e n t a 1
c o n t r o l  1 i ng 3 . 6 v e r  i f y  i ng
coord i na t  i ng 3 . 6 coord i na t  i ng
organ i z i ng 3 . 5 work a c t  i v i t  i es
commun i c a t  i ng 3 . 5 f reedom
1e a d e r s h  i p 3 . 5 f r  i end 1 i ness
1e a der sh  ip 3 . 4 p a r t i c i p a t i v e  s1
Ranking o f  M i d d l e  Management I n t r a g r o u p  
P e r c e p t i o n s  o f  M i d d l e  Manager  A c t i v i t i e s
M i d d l e  managers '  ranked p e r c e p t i o n s  o f  t h e i r  own a c t u a l
and i dea l  r o l e s  a r e  r e p o r t e d  in t he  f o l l o w i n g  s e c t i o n s .
A c t u a l  Role
The a c t u a l  m i d d l e  manager response means f o r  the  m i d d l e  
man ag er ' s  r o l e  a c t i v i t i e s  v a r i e d  f rom an above a v e r a g e  mean o f  
3 - 7  t o  a below a v e r ag e  mean o f  2 . 7  ( Appendix  B ) .
The m i d d l e  manager  r o l e  a c t i v i t i e s  w i t h  above a v e r a g e  
r esponse means were  ranked by t h e  m i d d l e  managers t hemse l ves  as 
f o l 1ows:
Funct  ion
cont  r o l 1 i ng
Mean
3 - 7
Act  i v i t y  
b u d g e t a r y
1eade r s h  i p 3 - 6 s p eak i n g  a b i l i t y ,  p e r f o r mance  
s t a n d a r d s ,  a u t h o r i t a r i a n  s t y l e
organ 1z 1ng
commun i c a t  i ng 
1ead e r s h  i p 





d e p a r t m e n t a l ,  a u t h o r i t y
d e l e g a t  i on
company
f r i e n d l i n e s s ,  c o n f i d e n c e  
f o l l o w - u p
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1eader sh  i p 
c o n t r o l  1 i ng
3 • h 
3 - 4
pr  i nc i p l e s  
good r ecor ds
pi  ann i ng 3 . 3 goa l s  and o b j e c t i v e s
organ i z i ng 3 . 3 work a c t  i v i  t  i es
mot i v a t  i ng 3 . 3 s u p e r v i s i n g ,  r e c o g n i t i o n
commun i c a t  i ng 3 . 3 work i n f o r m a t i o n
c o n t r o l  1 i ng 3 . 3 ve r  i f y  i ng
coord i n a t  i ng 3 . 3 coord i n a t  i ng
These response means i n d i c a t e d  t h a t  m i dd l e  managers f e l t  t h a t  
t hey  were  a c t u a l l y  p e r f o r m i n g  a t  an above a v e r a g e  l e v e l  on t he s e  
s t a t e d  t a s k s .
M i d d l e  l e v e l  managers f e l t  t h a t  t hey  were  a c t u a l l y  
p e r f o r m i n g  a d e q u a t e l y  w i t h  a v e r a g e  response means on t he  
f o l l o w i n g  a c t i v i t i e s :
Funct  i on Mean Act  i v i t y
p l a n n i  ng 3 - 2 s h o r t  r a n g e ,  manpower
organ i z i ng 3 . 2 work ass i gnment s
mot i v a t  i ng 3 - 2 a c h i e v e m e n t ,  c h a l l e n g e
1eadersh  i p 3 . 2 p a r t i c i p a t i v e  s t y l e
c o n t r o l  1 i ng 3 . 2 e v a 1uat  i ng
p l a n n i  ng 3 . 1 long r a nge ,  r e s o u r c e
organ i z i ng 3.1 s chedu1 i ng
mot i v a t  i ng 3-1 moneta ry
commun i c a t  i ng 3-1 f reedom
l e a d e r s h i  p 3 . 1 group meet  i ngs
p 1ann i ng 3 . 0 c r e a t  i ve
mot i v a t  i ng 3 - 0 team wo r k ,  l a z y  employe
De p a r t me n t a l  communi ca t i ng ,  w i t h  a below a v e r a g e  r esponse  
mean o f  2 . 7 ,  was t h e  o n l y  m i d d l e  manager a c t i v i t y  deemed by 
m i d d l e  managers themse l ves  t o  be below t he  a v e r a g e  response  mean 
o f  3 - 0 .
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I d e a l  Role
The i d e a l  management response means v a r i e d  f rom a h i gh  
o f  4 . 1  t o  t he  low response mean of 3 - 2  f o r  t he  v a r i o u s  a c t i v i t i e s  
s u r veye d .  The i d e a l  response means (Appendi x  B) o f  m i dd l e  
managers r e v e a l e d  t h a t  t hey  should p e r f o r m  t h e i r  j o b s  a t  a 
h i g h e r  l e v e l .  The a c t i v i t i e s  were ranked as f o l l o w s :
Funct  i on Mean A c t i v i t y
organ i z i ng 
mot i v a t  i ng 
1eader sh  i p 
cont  r o l 1 i ng
4.  1 
A. 1 
4.  1 
4.  1
depar t menta  1 
recogn i t  ion 
c c s f i d e n c e  and t r u s t  
budget ary
p 1ann i ng 4 . 0 manpower
mot i v a t  i ng 4 . 0 ach i evemen t ,  esteem
1eader sh  ip 4 . 0 speaking a b i l i t y ,  per f o r mance  
s t an d a r d s ,  management p r i n c i p l e s
p 1ann i ng 3 . 9 gioaTs and o b j e c t i v e s
o r g a n i z i n g 3 - 9 d e l e g a t i n g  a u t h o r i t y
mot i v a t  i ng 3 - 9 lazy employees
p 1ann i ng 3 - 8 Icng r a n g e ,  r e s o u r s e
o r g a n i z i n g 3 . 8 w»rrk a c t  i v i  t  i es
mot i v a t  i ng 3 . 8 monet ary ,  c h a l l e n g e
commun i c a t  i ng 3 . 8 company
cont  r o l 1 i ng 3 - 8 e » a I u a t  i ng
M i d d l e  managers f e l t  tha t  t h e y  should  p e r f o r m  t he
r e ma i n i n g  a c t i v i t i e s  a t  an above a v e r a g e  l e v e l .
Funct  i on Mean Act i v i t y
p l ann i ng 3 - 7 s/ tor t  r a n g e ,  c r e a t i v e
organ i z i ng 3 . 7 w.o.rk ass i gnment s
commun i c a t  i ng 3 . 7 vs®rk i n f o r m a t i o n
1eader sh  i p 3 . 7 p a r t i c i p a t i v e  s t y l e ,  group  
m e e t i n g s ,  f r i e n d l i n e s s
c o n t r o l  1 ing 3 . 7 f e i 1o w - u p , r e c o r d  keep i ng
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organ i z i ng 3 - 6 schedu1 i ng
mot i v a t  i ng 3 - 6 team work
coord i na t  i ng 3 . 6 coord i nat  i ng
commun i ca t  i ng 3 . 5 d e p a r t m e n t a 1
1e a d e r s h i  p 3 . 5 a u t h o r i t a r i a n  s t y l e
c o n t r o l  1 i ng 3 . 5 v e r  i f y  i ng
Freedom o f  communicat ion and s u p e r v i s i n g  had means o f  3 - 3  
and 3 - 2  r e s p e c t i v e l y .  These lower  i d e a l  response means i n d i c a t e d  
t h a t  m i d d l e  managers f e l t  t h a t  t hese  two a c t i v i t i e s  were o f  o n l y  
a v e r a g e  i mpor t ance .
Ranking o f  S u p e r v i s o r y  Management I n t r a g r o u p  
P e r c e p t i o n s  o f  M i d d l e  Manager A c t i v i t i e s
S u p e r v i s o r y  l e v e l  managers'  p e r c e p t i o n s  o f  t h e  m i d d l e  
managers '  a c t u a l  and i d e a l  r o l e s  a r e  p r e s e n t e d  in t h e  f o l l o w i n g  
sec t  i o n s .
A c t u a l  Role
The s u p e r v i s o r y  l e v e l  management response means f o r  the  
m i d d l e  manager ' s  a c t u a l  r o l e  and f u n c t i o n  a c t i v i t i e s  v a r i e d  f rom 
a h i gh  mean o f  3 * 8  t o  an a v e r a g e  mean o f  2 . 8  ( Appendix  B ) .
The o n l y  a c t i v i t i e s  o f  t h e  m i d d l e  manager g i ve n  a h i gh  
a c t u a l  p e r f o r mance  response mean o f  3 - 8  were l e a d e r s h i p  s p eak i ng  
a b i l i t y  and b u d g e t a r y  c o n t r o l .
Those m i d d l e  manager  r o l e  a c t i v i t i e s  w i t h  above a v e r a g e  
r esponse means were  ranked as f o l l o w s  by s u p e r v i s o r y  managers:
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Funct  ion Mean Act  i v i t y
l e a d e r sh  i p 3 . 7 p e r f o r ma n c e  s t a n d a r d s ,
a u t h o r i t a r i a n  s t y l e
1eadersh  i p 3 . 6 c o n f i d e n c e  and t r u s t
cont  r o l 1 i ng 3 . 6 f o l l o w - u p ,  r e c o r d  keep i ng
organ i z i ng 3 . 5 d e l e g a t i n g  a u t h o r i t y
commun i c a t  i ng 3 . 5 company i n f o r m a t i o n
1eader sh  i p 3 . 5 management p r i n c i p l e s
c o n t r o l  1 i ng 3 . 5 v e r i f y i n g ,  e v a l u a t i n g
organ i z i ng 3.  A d e p a r t m e n t a l ,  a c t i v i t i e s
mot i v a t  i ng 3 . b c h a 11enge
1eader sh  i p l . k f r  i end 1 i ness
organ i z i ng 3 . 3 work ass i gnment s
mot i v a t  i ng 3 . 3 s u p e r v i s i n g ,  r e c o g n i t i o n
commun i c a t  i ng 3 . 3 work i n f o r m a t i o n
coord i na t  i ng 3 . 3 coord i na t  i ng
In t he  eyes o f  t he  s u p e r v i s o r y  managers ,  t he  r e m a i n i n g
a c t i v i t i e s  were per f ormed by m i d d l e  managers t o  an a v e r ag e  o r  
a dequa t e  d e g r e e .  These a c t i v i t i e s  were  ranked as f o l l o w s :
Funct  i on Mean Act  i v i t y
p 1ann i ng 3 . 2 g o a l s  and o b j e c t i v e s ,  s h o r t
r a n g e ,  manpower
o r g a n i z i n g 3 . 2 s c h e du 1 i ng
mot i v a t  i ng 3 . 2 ach i vement
1eader sh  i p 3 . 2 p a r t i c i p a t i v e  s t y l e ,  group
meet  i ngs
p l a n n i n g 3-1 long range
mot i v a t  i ng 3.1 m o n e t a r y ,  team work
p l a n n i  ng 3 . 0 r e s o u r c e  a l l o c a t i o n
mot i v a t  i ng 3 . 0 l a z y  empl oyees ,  est eem
commun i c a t  i ng 3 . 0 f reedom
pl ann  i ng 2 . 9 c r e a t  i ve
commun i c a t  i ng 2 . 8 d e p a r t m e n t a 1
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In a d d i t i o n ,  s u p e r v i s o r s  f e l t  t h a t  l e a d e r s h i p  a c t i v i t i e s  ( ex c e p t  
f o r  p a r t i c i p a t i v e  s t y l e )  and c o n t r o l l i n g  a c t i v i t i e s  were  be i ng  
per f ormed s a t i s f a c t o r i l y  by m i d d l e  l e v e l  managers.
I d e a l  Role
Response means o f  s u p e r v i s o r y  managers ranged f rom 4 . 2  t o  
3 - 2 ,  i n d i c a t i n g  t h a t  s u p e r v i s o r y  l e v e l  managers f e l t  t h a t  m i dd l e  
managers should i d e a l l y  be p e r f o r m i n g  a t  an a v e r a g e  t o  h i gh  l e v e l  
on t he  a c t i v i t i e s  l i s t e d  be low.  The h i g h e s t  l e v e l  o f  i mpor t ance  
was ass i gned  t o  t h e  c o n f i d e n c e  and t r u s t  a c t i v i t y  o f  m i d d l e  
managers ( k . 2 ) .  O t he r  a c t i v i t i e s  r a t e d  as h i gh  were  t he  f o l l o w i n g :
Funct  i on Mean Act  i v i t y
organ i z i ng 
mot i v a t  i ng 
1eader sh  i p
k .  1
4 .1
4.1
d e p a r t m e n t a 1 
recogn i t  i on
sp e a k i n g  a b i l i t y ,  p e r f o r man ce  
s t a n d a r d s ,  knowing management  
p r i  n c i p l e s
mot i v a t  i ng 
c o n t r o l  1 i ng
4 . 0
4 . 0
m o n e t a r y ,  a c h i e v e m e n t ,  esteem  
b u d g e t a r y ,  e v a l u a t i n g
p i ann ing 
organ i z i ng 




go a l s  and o b j e c t i v e s ,  manpower  
d e l e g a t i n g  a u t h o r i t y  
company
p l ann i ng 
organ i z i ng 
mot i v a t  i ng 
1eadersh  i p 







a c t  i v i t  i es
c h a 11enge
group me e t i ngs
f o l l o w - u p ,  r e c o r d  keep i ng
The r ema i n i n g  s u p e r v i s o r y  manager  response  means f o r  the
m i d d l e  manager ' s  i d e a l  r o l e  i n d i c a t e d  an above a v e r a g e  e x pec t ed  
p er f or mance  l e v e l  on t h e  f o l l o w i n g  a c t i v i t i e s :
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Funct  ion Mean Act  i v i t y
p l ann  i ng 3 - 7 r e s o u r c e  a l l o c a t i n g
organ i z i ng 3 - 7 work  ass i gnments
mot i v a t  i ng 3 - 7 l a z y  employees
commun i c a t  i ng 3 - 7 work  i n f o r m a t i o n
1eader sh  i p 3 - 7 p a r t i c i p a t i v e  s t y l e ,  f r i e n d l i n e s s
coord i na t  i ng 3 - 7 coord i na t  i ng
p 1ann i ng 3 - 6 s h o r t  r a nge ,  c r e a t i v e
commun i c a t  i ng 3 - 6 d e p a r t m e n t a 1
1eade r s h  i p 3 • 6 a u t h o r i t a r i a n  s t y l e
c o n t r o l  1 i ng 3 . 6 v e r  i f y  i ng
mot i v a t  i ng 3 . 5 team work
organ i z i ng 3 . A s c h e d u l i n g
commun i c a t  i ng 3 - b f reedom
The lowest  ranked a c t i v i t y  was s u p e r v i s i n g  ( 3 - 2 ) ,  i n d i ­
c a t i n g  t h a t  s u p e r v i s o r s  f e l t  t h a t  t h i s  a c t i v i t y  was not  an 
a c c e p t a b l e  m i d d l e  management t a s k .
A n a l y s i s  and I n t e r p r e t a t i o n  o f  Top,
M i d d l e  and S u p e r v i s o r y  Management  
I n t r a g r o u p  Rankings
A l l  t h r e e  management l e v e l s  showed a s i g n i f i c a n t l y  h i gh  
degr ee  o f  c o r r e l a t i o n  between t he  a c t u a l  and i d e a l  m i d d l e  manage­
ment r o l e s .  When r a n k i ng s  o f  t he  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  were  compared,  t he  Spearman r a n k - o r d e r  c o r r e l a t i o n  c o e f ­
f i c i e n t  was . 9 7  f o r  each l e v e l  o f  management (a Spearman 
c o e f f i c i e n t  o f  1 . 0  d e s i g n a t e s  p e r f e c t  c o r r e l a t i o n ) .  Thus ,  t o p ,  
m i d d l e  and s u p e r v i s o r y  managers were  in agr eement  as t o  t he  
o v e r a l l  r a n k i n g s  o f  t h e  a c t u a l  p e r f o r mance  and t he  i d e a l  p e r f o r ­
mance o f  the  m i d d l e  managers '  surveyed r o l e  a c t i v i t i e s .
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The r a n k i ng  c l a s s i f i c a t i o n  o f  t h e  a c t i v i t i e s  in t h i s  
s e c t i o n  formed t he  b a s i s  f o r  T a b l e s  10 and 11 used in t h e  
a n a l y s i s  and i n t e r p r e t a t i o n  o f  t h e  i n t e r g r o u p  r esponses .
Management I n t r a g r o u p  D i f f e r e n c e s  
Top,  m i d d l e  and s u p e r v i s o r y  management l e v e l  responses  
t o  t he  m i dd l e  managers '  a c t u a l  and i d e a l  r o l e s  were  compared f o r  
each management l e v e l  and t he  f o l l o w i n g  f i n d i n g s  emerged.
Top Leve l  Manager  Responses  
N u l l  h y p o t h e s i s  one p r e d i c t e d  no s i g n i f i c a n t  d i f f e r e n c e  
between the a c t u a l  and i d e a l  m i d d l e  manager  r o l e s  as p e r c e i v e d  
by top l e v e l  management .  The f i n d i n g s  o f  t op l e v e l  managers '  
p e r c e p t i o n s  may be found in Append i x  B. Hy p o t h e s i s  one c o u l d  not  
be t e s t e d  f o r  t he  t op l e v e l  o f  f i n a n c i a l  management because o f  
an i n s u f f i c i e n t  sample s i z e .
A n a l y s i s  and I n t e r p r e t a t i o n  o f  Top 
Management I n t r a g r o u p  Responses
S t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  in p e r c e p t i o n
between a c t u a l  ( " M i d d l e  Manager  does . . . " )  and t he  i d e a l  r o l e
( M i d d l e  Manager  shoul d  . . . " )  by t op  l e v e l  managers were
r e p o r t e d .  These s i g n i f i c a n t  d i f f e r e n c e s  o c c u r r e d  in 35 o f  t h e
37 surveyed management a c t i v i t i e s  and a r e  shown in T a b l e  1 .
These d i f f e r e n c e s  r e v e a l e d  t h a t  t op  management f e l t  t h a t  m i d d l e
managers should p e r f o r m  a t  a h i g h e r  l e v e l  in a l l  o f  t h e  l i s t e d
a c t  i v i  t  i e s .
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T a b l e  7
S i g n i f i c a n t  D i f f e r e n c e s  Between  A c t u a l  and
I d e a l  M i d d l e  M an a ge r  R o l e s  as P e r c e i v e d







F un c t i o n  or  










l P l a n n i n g Goals & O b j e c t i v e s 3 . A 3 . 9
3 S h o r t  range 3 . 0 3 . 9
5 Long range 2 . 6 3 . 7
7 Manpower 3 . 3 A. 1
9 Resource 3 . 0 3 . 9
11 C r e a t  i ve 2 . 6 3 . 9
13 O r g a n i z i n g D e p a r t m e n t a 1 3 . A A . 2
15 Act  i v i t  i es 3.1 3 . 9
17 Schedu1 i ng 2 . 9 3 . 6
19 Work ass i gnment s 2 . 9 3 - 5
21 D e l e g a t i n g  a u t h o r i t y 3 - 3 3 . 8
23 Mot i v a t  i ng Lazy employees 2 . 8 3 . 7
25 Moneta ry 3 . 0 3 . 9
27 Super v i  s i ng 3 - 0 3 . 5
29 Team work 2 . 7 3 - 5
31 Recogn i t  ion 2 . 9 A. 0
33 Ach i evement 3 . 0 A. 1
35 Es teem 2 . 6 3 . 7
37 Cha11enge 2 . 6 3 . 8
39 Commun i c a t  i ng D e p a r t m e n t a 1 2 . 7 3 . 6
Al Company 3 . 2 3 . 9
A3 Work 3.1 3 . 8
A5 F reedom 3 . 0 3 . 5
A7 Lead i ng P a r t i c i p a t i v e  s t y l e 2 . 7 3 . A
A9 Group mee t i ngs 3.1 3 . 7
53 Conf  i dence 3 . A A . 2
55 Speak i ng ab i 1 i t y 3 . 6 A . 2
57 P er f or mance  s t an d a r d s 3 - 5 A.A
61 Management p r i n c i p l e s 3 . 0 A. 1
63 Cont  r o l 1 i ng F o l 1ow-up 3 . 3 3 . 9
65 Good recor ds 3 . 3 A. 0
67 Ver  i f y  i ng 3 . 2 3 . 6
69 Budget  i ng 3 . A A.O
71 Eva 1ua t  i ng 3 . 2 3 . 7
73 Coord i na t  i ng Coord i na t  i ng 3 . 2 3 . 6
S o u r c e :  P r i m a r y
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Top l e v e l  managers were v e r y  c r i t i c a l  o f  t he  j o b  t h a t  
m i dd l e  managers were p e r f o r m i n g  on 95 p e r c e n t  o f  t he  a c t i v i t i e s  
s u r veye d .  Only  two a c t i v i t i e s  were be i ng  per f ormed s a t i s ­
f a c t o r i l y  by m i d d l e  managers as p e r c e i v e d  by top management .  
These a c t i v i t i e s  were l e a d e r s h i p  f r i e n d l i n e s s  ( i t e m  51)  and 
a u t h o r i t a r i a n  s t y l e  o f  l e a d e r s h i p  ( i t e m  5 9 ) -  Thus,  o v e r a l l ,  top  
l e v e l  managers were v e r y  c r i t i c a l  o f  t he  m i d d l e  l e v e l  managers '  
observed pe r f o r ma nc e .
Based on t he  c h i - s q u a r e  a n a l y s i s  a t  the . 05  l e v e l  o f  
s i g n i f i c a n c e ,  i t  was n e cessa r y  t o  r e j e c t  n u l l  h y p o t h e s i s  one and 
t o  o f f e r  t he  a l t e r n a t i v e  h y p o t he s i s  t h a t  t h e r e  was a d i f f e r e n c e  
between the a c t u a l  and i d e a l  m i d d l e  manager ' s  p e r f o r mance  in 35 
o f  the 37 surveyed a c t i v i t i e s .
M i d d l e  Level  Manager  Responses
N u l l  h y p o t h e s i s  two p r e d i c t e d  no s i g n i f i c a n t  d i f f e r e n c e  
between t he  a c t u a l  and i d e a l  m i d d l e  manager  r o l e s  as p e r c e i v e d  
by mi dd l e  l e v e l  managers t h e ms e l ve s .  The response means o f  
mi d d l e  managers '  p e r c e p t i o n s  can be found in Appendi x  B.
A n a l y s i s  and I n t e r p r e t a t i o n  o f  M i d d l e  
Management I n t r a g r o u p  Responses
M i d d l e  managers expr essed  s t a t i s t i c a l l y  s i g n i f i c a n t  
d i f f e r e n c e s  between a c t u a l  and i d e a l  m i d d l e  manager  r o l e s  in 31 
o f  t he  37 (8A p e r c e n t )  a c t i v i t i e s  s u r ve y e d ,  as shown in T a b l e  8 .
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These f i n d i n g s  i n d i c a t e d  t h a t  m i d d l e  managers were  not  p e r f o r m i ng  
up t o  t h e i r  own e x p e c t a t i o n s .  The s i x  e x c e p t i o n s  were  s u p e r ­
v i s i n g  ( i t e m  2 7 ) ,  f reedom o f  communi cat i on  among employees ( i t e m  
4 5 ) ,  f r i e n d l i n e s s  o f  t he  m i d d l e  manager  ( i t e m  5 1 ) ,  a u t h o r i t a r i a n  
s t y l e  o f  l e a d e r s h i p  by the m i dd l e  manager  ( i t e m  5 9 ) ,  f o l l o w - u p  
o f  work a c t i v i t i e s  ( i t e m  6 3 ) ,  and v e r i f y i n g  work p r o gr ess  ( i t e m  
6 7 ) .  Thus mi dd l e  managers were p e r f o r m i n g  up t o  t h e i r  own e x p e c ­
t a t i o n s  in t he s e  s i x  surveyed a c t i v i t i e s .
N u l l  h y p o t h e s i s  two was r e j e c t e d  and t he  a l t e r n a t i v e  
h y po t he s i s  a c c e p t e d ,  based on t he  c h i - s q u a r e  a n a l y s i s  a t  the  . 05  
l e v e l  o f  s i g n i f i c a n c e .  R e j e c t i o n  o f  t he  n u l l  h y p o t h e s i s  i n d i ­
c a t ed  t h a t  t h e r e  was a s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e  
between the  a c t u a l  and i d e a l  m i d d l e  manager  r o l e  in 31 o f  the  
37 surveyed a c t i v i t i e s .
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T a b l e  8
S i g n i f i c a n t  D i f f e r e n c e s  Between A c t u a l  and
I d e a l  M i d d l e  M a n a g e r  R o l e s  as P e r c e i v e d






F u n c t i o n  or  






] P 1ann i ng Goals & O b j e c t i v e s 3 . 3 3 . 9
3 1 1 S h or t  range 3 . 2 3 - 7
5 1 1 Long range 3.1 3 - 8
7 1 1 Manpower 3 . 2 b . O
9 1 I Resource 3-1 3 . 8
11 1 1 C r e a t  i ve 3 . 0 3 - 7
13 Organ i z i ng D e p a r t m e n t a 1 3 . 5 b . 1
15 I ! Act  i v i t  ies 3 - 3 3 . 8
17 1 1 Schedu1 i ng 3.1 3 . 6
19 1 i Work ass i gnment s 3 . 2 3 . 7
21 1 1 D e l e g a t i n g  a u t h o r i t y 3 . 5 3 . 9
23 Mot i v a t  i ng Lazy employees 3 . 0 3 - 9
25 1 1 Monet a r y 3.1 3 . 8
29 1 1 Team work 3 . 0 3 . 6
31 1 1 Recogn i t  i on 3 . 3 b .  1
33 I 1 Ach i evement 3 - 2 b . O
35 1 1 Esteem 3 . 0 b . O
37 1 1 Cha11enge 3 - 2 3 - 8
39 Commun i c a t  i ng Depa r t me nt a l 2 . 7 3 - 5
b \ 1 1 Company 3 . 5 3 - 8
b3 1 1 Work 3 . 3 3 - 7
b l Lead i ng P a r t i c i p a t i v e  s t y l e 3 . 2 3 . 7
b 3 1 t Group meet i ngs 3 . 1 3 - 7
53 1 1 Conf  i dence 3 . 5 b .  1
55 I 1 Speak i ng  a b i l i t y 3 • 6 A.O
57 ! 1 P er f o r man ce  s t a n d a r d s 3 . 6 i * .0
61 1 1 Management p r i n c i p l e s 3 - b b . O
65 C o n t r o l  1 i ng Good r ecor ds 3 - b 3 . 7
69 1 1 Budget  i ng 3 . 7 b .  1
71 1 1 Eva 1uat  i ng 3 . 2 3 - 8
73 Coord i na t  i ng Coord i n a t  i ng 3 . 3 3 - 6
S o u r c e :  P r i m a r y
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S u p e r v i s o r y  Level  Manager  Responses
N u l l  h y p o t he s i s  t h r e e  p r e d i c t e d  no s i g n i f i c a n t  d i f f e r e n c e  
between t he  a c t u a l  and i d e a l  m i dd l e  manager r o l e s  as p e r c e i v e d  
by s u p e r v i s o r y  l e v e l  managers.  The f i n d i n g s  o f  s u p e r v i s o r y  
management p e r c e p t i o n s  may be found in Appendi x  B.
A n a l y s i s  and I n t e r p r e t a t i o n  o f  
S u p e r v i s o r y  Management I n t r a g r o u p  Responses
S t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  in p e r c e p t i o n s  
between a c t u a l  ( " M i d d l e  Manager  does . . . " )  and t h e  i d e a l  r o l e s  
( " M i d d l e  Manager  should . . . " )  by s u p e r v i s o r y  l e v e l  managers  
were r e p o r t e d .  These d i f f e r e n c e s  were expressed  by s u p e r v i s o r y  
managers in 29 o f  t he  37 (78 p e r c e n t )  m i d d l e  manager  r o l e  
a c t i v i t i e s  surveyed ( T a b l e  9 ) .  These d i f f e r e n c e s  i n d i c a t e d  t h a t  
s u p e r v i s o r y  l e v e l  managers f e l t  t h a t  t h e  m i d d l e  manager  should  
i d e a l l y  p e r f o r m  t o  a h i g h e r  degree  in t hose  29 a c t i v i t i e s .
M i d d l e  managers were  p e r f o r m i n g  up t o  t he  e x p e c t a t i o n s  
o f  s u p e r v i s o r y  l e v e l  managers on t he  f o l l o w i n g  a c t i v i t i e s :  
s c h e d u l i n g  ( i t e m  1 7 ) ,  s u p e r v i s i n g  ( i t e m  2 7 ) ,  l e a d e r s h i p  f r i e n d ­
l i n e s s  ( i t e m  5 1 ) ,  a u t h o r i t a r i a n  s t y l e  o f  l e a d e r s h i p  ( i t e m  5 9 ) ,  
f o l l o w - u p  on work p r og r ess  ( i t e m  6 3 ) ,  k eep i ng  a c c u r a t e  r ec o r ds  
(..item 65)  and keep i ng  good b u d g e t ar y  c o n t r o l s  ( i t e m  6 9 ) -
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T a b l e  9
S i g n i f i c a n t  D i f f e r e n c e s  Betw een  A c t u a l  and
I d e a l  M i d d l e  M a n a g e r  R o l e s  as P e r c e i v e d
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1 P l a n n i n g Goals S O b j e c t i v e s 3 . 2 3 - 9
3 I ( Shor t  range 3 . 2 3 . 6
5 1 1 Long range 3.1 3 . 8
7 i 1 Manpower 3 - 2 3 . 9
9 1 1 Resource 3 - 0 3 - 7
11 1 1 C r e a t  i ve 2 . 9 3 . 6
13 Organ i z i ng D e p a r t me n t a l 3 - 4 4.1
15 1 1 Act  i v i  t  i es 3 - 4 3 . 8
19 t 1 Work ass i gnment s 3 - 3 3 - 7
21 1 1 D e l e g a t i n g  a u t h o r i t y 3 - 5 3 . 9
23 Mot i v a t  i ng Lazy employees 3 - 0 3 - 7
25 1 1 Moneta ry 3.1 4 . 0
29 1 \ Team Work 3.1 3 - 5
31 ! 1 Recogn i t  i on 3 . 3 4.1
33 I 1 Ach i evement 3 . 2 4 . 0
35 1 i Esteem 3 - 0 4 . 0
37 t 1 Cha11enge 3 . 4 3 . 8
39 Commun i c a t  i ng D e p a r t m e n t a 1 2 . 8 3 - 6
1 1 Company 3 . 5 3 . 9
43 < 1 Work 3 . 3 3 . 7
45 1 1 Freedom 3 . 0 3 . 4
47 Lead i ng P a r t  ic i pa t  i ve 3 . 2 3 . 7
49 I 1 Group mee t i ngs 3 . 2 3 - 8
53 1 I Conf  i dence 3 . 6 4 . 2
55 t 1 Speaki  ng ab i 1 i t y 3 . 8 4 . 1
57 1 I P e r f or mance  S t and ar ds 3 . 7 4 . 1
61 1 1 Management p r i n c i p l e s 3 . 5 4 . 1
71 Cont r o l 1 i ng Eva 1uat  i ng 3 . 5 4 . 0
73 Coord i n a t  i ng Coord i na t  i ng 3 . 3 3 . 7
S o u r c e :  P r i m a r y
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Thus,  s u p e r v i s o r y  managers expressed  t h e i r  f e e l i n g s  t h a t  mi dd l e  
managers were  p e r f o r m i n g  t he s e  e i g h t  a c t i v i t i e s  up t o  t he  
s u p e r v i s o r s '  e x p e c t a t i o n s .
Based on t he  c h i - s q u a r e  a n a l y s i s  a t  the . 0 5  l e v e l  o f  
s i g n i f i c a n c e ,  i t  was n ecessa r y  t o  r e j e c t  n u l l  h y p o t h e s i s  t h r e e  
and t o  o f f e r  t he  a l t e r n a t i v e  h y p o t h e s i s  t h a t  t h e r e  was a s i g n i f i ­
c a n t  d i f f e r e n c e  between t h e  a c t u a l  and i d e a l  m i d d l e  manager ' s  
pe r f o r ma nc e  in 29 o f  t he  37 surveyed a c t i v i t i e s .
Top l e v e l  managers were the most c r i t i c a l  o f  t he  mi dd l e  
managers '  pe r f o r ma n c e  w i t h  c o n f l i c t  between a c t u a l  and i d e a l  
r o l e s  p e r c e i v e d  in 95 p e r c e n t  o f  t he  a c t i v i t i e s  su r v e y e d .  M i d d l e  
managers were a l i t t l e  l ess  c r i t i c a l  o f  themse l ves  w i t h  c o n f l i c t  
v iewed in 84 p e r c e n t  o f  t he  surveyed a c t i v i t i e s .  F i n a l l y ,  
s u p e r v i s o r s  were  l e a s t  c r i t i c a l  w i t h  d i s c r e p a n c i e s  p e r c e i v e d  in 
78 p e r c e n t  o f  t he  sur veyed  a c t i v i t i e s .  G e n e r a l l y ,  a l l  r espondents  
f e l t  t h a t  m i d d l e  managers should i d e a l l y  do a much b e t t e r  j o b .
INTERGROUP MANAGEMENT L E V E L  RESPONSES
On each q u e s t i o n n a i r e  i t em,  t he  s t a t i s t i c a l l y  s i g n i f i c a n t  
d i f f e r e n c e s  between t h e  a c t u a l  responses and t h e  i d e a l  responses  
were compared f rom one respondent  group t o  t h e  o t h e r  respondent  
groups.  These responses were d e s i g n a t e d  as " i n t e r g r o u p  r e s p o n s e s . "  
F i r s t ,  t he  a c t u a l  r an k i n g s  o f  t he  surveyed m i d d l e  manager  a c t i v i ­
t i e s  were compared.  Second,  t he  i d e a l  r o l e  a c t i v i t i e s  were com­
par ed .  The c o r r e l a t i o n  between t he s e  a c t u a l  and i d e a l  r a n k i n g s  
were t e s t e d .  F i n a l l y ,  t he  s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  
between t h e  a c t u a l  a c t i v i t i e s  and the  s t a t i s t i c a l l y  s i g n i f i c a n t  
d i f f e r e n c e s  between i d e a l  m i dd l e  manager a c t i v i t i e s  as p e r c e i v e d  
by t h e  t h r e e  l e v e l s  o f  management a r e  r e p o r t e d .  Data f o r  t he  
i n d i v i d u a l  q u e s t i o n s  may be found in Appendi x  B a c c o r d i n g  t o  
management l e v e l .
Management I n t e r g r o u p  Rankings  
Rankings o f  t he  i n t e r g r o u p  responses on each a c t i v i t y  were  
compared.  C o r r e l a t i o n  o f  t he  a c t u a l  and i d e a l  r an k i n g s  was t e s t e d  
by t he  Spearman r a n k - o r d e r  c o e f f i c i e n t .
Ranking o f  Management I n t e r g r o u p  
Responses t o  P e r c e i v e d  M i d d l e  
Manager  A c t ua l  A c t i v i t i e s
Comparison o f  t he  t o p ,  m i d d l e  and s u p e r v i s o r y  r a n k i n g s  o f
t he  a c t u a l  m i d d l e  managers '  r o l e s  was p r e s e n t e d  as f o l l o w s :
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When compar ing one respondent  group w i t h  the  o t h e r s  on 
t h e  a c t u a l  m i d d l e  managers '  r o l e ,  a l l  groups were found t o  be 
in agreement  w i t h  t he  o t h e r s  as t o  t he  a c t i v i t i e s  mi d d l e  managers  
were p e r f o r m i n g  w e l l  ( T a b l e  1 0 ) .  The l e a d e r s h i p  q u a l i t i e s  o f  
sp e a k i n g  a b i l i t y ,  hav i ng  h i gh  per f or mance  s t andar ds  and a u t h o r i ­
t a r i a n  s t y l e  were  r a t e d  v e r y  h i gh  by a l l  t h r e e  respondent  groups.  
S u p e r v i s o r y  l e v e l  managers r a t e d  t he  m i d d l e  manager ' s  a c t u a l  
sp e a k i n g  a b i l i t y  p a r t i c u l a r l y  h igh ( 3 . 8 ) .  In a d d i t i o n ,  bu dge t i ng  
c o n t r o l  was a l s o  r a t e d  v e r y  h i gh  by both mi dd l e  and s u p e r v i s o r y  
managers w i t h  means o f  3 - 7  and 3 . 8  r e s p e c t i v e l y ,  whereas top  
l e v e l  managers r a t e d  b u d g e t i n g  s i g n i f i c a n t l y  lower  w i t h  a mean 
o f  3 - ^ -  T h i s  lower  mean may be due t o  the  f e e l i n g  o f  t op l e v e l  
managers t h a t  b u d g e t i n g  should  be performed'  by t hemse l ves .
A cc o r d i n g  t o  a l l  l e v e l s ,  t h e  a c t i v i t y  which mi dd l e  
l e v e l  managers d i d  not  seem t o  be p e r f o r m i n g  up t o  e x p e c t a t i o n s  
was t h a t  o f  d e p a r t m e n t a l  communicat ions ( 2 . 7 ) .  A l s o ,  t op  l e v e l  
managers f e l t  t h a t  the  m i d d l e  l e v e l  manager was not  f u l f i l l i n g  
h i s  r o l e  in t h e  a c t i v i t i e s  o f  long range p l a n n i n g ,  team wor k ,  
est eem and c h a l l e n g i n g  m o t i v a t i o n a l  t e c h n i q u e s ,  and p a r t i c i p a t i v e  
s t y l e  l e a d e r s h i p  ( 2 . 6 ) .  In c o n t r a s t ,  m i dd l e  and s u p e r v i s o r y  
l e v e l  managers f e l t  t h a t  m i d d l e  managers were p e r f o r mi n g  a d e ­
q u a t e l y  in t h e s e  a c t i v i t i e s ,  w i t h  means o f  3-1  and 3 - 0 .
91
T a b l e  10
I n t e r g r o u p  R a n k in g s  o f  the  M i d d l e  M a n a g e r ' s
A c t u a l  P e r f o r m a n c e  as P e r c e i v e d  by t h e




Q u e s t i o n n a i r e  I tem Numbers
O  fO 
CL <D
u) 2 : Top Mi dd l e Superv i  sory
0)
cc Managers Managers Managers
3 . 8 55 ,  69
3 . 7 69 57 ,  59
3 . 6 55 ,  59 55,  57,  59 53 ,  63 ,  75
3 . 5 57 13,  23,  41 ,  51 ,  21 ,  41 ,  61 ,  67 ,
53,  63 71
3 . 4 1, 13,  53 ,  69 6 1 , 65 13,  15,  37 ,  51
3 . 3 7 ,  2 1 ,  51 ,  6 3 , 1, 15,  27 ,  31, 19,  2 7 ,  31 ,  43
65 43 ,  67,  73 73
3 . 2 41 ,  67 ,  71 ,  73 3 ,  7 ,  19,  33, 1, 3 ,  7 ,  17,
3 7 ,  47 ,  71 33 ,  47 ,  49
3.1 15,  4 3 ,  49 5 ,  9 ,  17,  25 , 5 ,  25 ,  29
45 ,  49
3 . 0 3 ,  9 ,  25 ,  27 , 11,  23,  2 9 ,  35 9 ,  23 ,  35 ,  45
33 ,  4 5 ,  61
2 . 9 17,  19,  31 11
2 . 8 23 39
2 . 7 2 9 ,  39 ,  47 39
2 . 6 5 ,  11,  35 ,  37
S o u r c e :  P r i m a r y
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Comparison o f  t he  a c t u a l  m i d d l e  managers r o l e  among the  
t h r e e  r espondent  groups us i ng  t h e  Spearman c o e f f i c i e n t ,  r e v e a l e d  
t h a t  the t h r e e  l e v e l s  ranked t he  a c t i v i t i e s  a l mos t  i d e n t i c a l l y .  
Spearman r a n k - o r d e r  c o e f f i c i e n t s  were . 98  f o r  t he  top vs .  mi dd l e  
and top vs.  s u p e r v i s o r y  compar isons and . 99  f o r  t h e  mi dd l e  vs.  
s u p e r v i s o r y  l e v e l  compar ison o f  t h e  m i d d l e  managers '  a c t u a l  r o l e .  
The main d i f f e r e n c e  between t he  r a nk i ng s  was t h a t  top l e v e l  
managers ranked a l l  a c t i v i t i e s  s i g n i f i c a n t l y  lower  than d i d  e i t h e r  
o f  the o t h e r  two r espondent  groups .
G e n e r a l l y ,  t h e  a c t u a l  m i dd l e  manager ' s  r o l e  pe r f ormance  
was h i g h e r  than o t h e r  f u n c t i o n s  in both t he  l e a d e r s h i p  a c t u a t i n g  
and c o n t r o l l i n g  f u n c t i o n s  as p e r c e i v e d  by t he  t h r e e  respondent  
gr oups .  In a d d i t i o n ,  m i d d l e  and s u p e r v i s o r y  l e v e l  managers f e l t  
t h a t  m i d d l e  managers were p e r f o r m i n g  s a t i s f a c t o r i l y  in the  
o r g a n i z i n g  f u n c t i o n .  In c o n t r a s t ,  top l e v e l  managers f e l t  t h a t  
m i d d l e  managers were  p e r f o r m i n g  t he  o r g a n i z i n g  a c t i v i t i e s  t o  a 
l e s s e r  d e g r e e .  Next  ranked were t h e  p l a n n i n g  ( ex c e p t  f o r  top  
managers)  and communicat ing a c t u a t i n g  f u n c t i o n s .  F i n a l l y ,  the  
t h r e e  l e v e l s  o f  management ranked the  m i d d l e  managers '  m o t i v a t i n g  
r o l e  as lowest  in a c t u a l  p e r f o r ma n c e .  Top l e v e l  p l a n n i n g  
a c t i v i t i e s  responses were ranked l owest  a l ong  w i t h  t he  m o t i v a t i n g  
a c t i v i t i e s  o f  m i dd l e  managers.
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Ranking o f  Management I n t e r g r o u p  
Responses t o  P e r c e i v e d  M i d d l e  
Manager  I d e a l  A c t i v i t i e s
Compar isons among t he  v a r i o u s  p u b l i c s  as t o  t he  i d e a l  
m i d d l e  manager ' s  r o l e  ( T a b l e  11) r e s u l t e d  in t h e  f o l l o w i n g  
cone 1 us i o n s :
A l l  l e v e l s  o f  management agreed  t h a t  d e p a r t m e n t a l  
o r g a n i z i n g ,  r e c o g n i t i o n  and ach i evement  m o t i v a t i n g ,  l e a d e r s h i p  
c o n f i d e n c e ,  speak i ng  a b i l i t y ,  pe r f or mance  s t a n d a r d s ,  knowing the  
p r i n c i p l e s  o f  good management ,  and bu d g e t i n g  c o n t r o l  were  r a t e d  
a t  a h i gh  l e v e l  o f  i mpor t ance  w i t h  means o f  4 . 0  t o  4 . 4 .  A l s o ,  
t op l e v e l  managers f e l t  t h a t  manpower p l a n n i n g  ( 4 . 1 )  and good 
r e c or d  k eep i ng  c o n t r o l  ( 4 . 0 )  were  a l s o  o f  h i gh  i mp o r t a n c e .
M i d d l e  managers f e l t  t h a t  manpower p l a n n i n g  ( 4 . 0 )  and esteem  
m o t i v a t i o n a l  needs ( 4 . 0 )  were h i g h l y  i m p o r t a n t .  F i n a l l y ,  
s u p e r v i s o r s  f e l t  t h a t  monet ar y  and esteem m o t i v a t i o n a l  t e c h ­
n i ques  ( 4 . 0 )  and e v a l u a t i n g  c o n t r o l  ( 4 . 0 )  were o f  h i gh  
i mp o r t an c e .  These i d e a l  m i d d l e  manager  a c t i v i t i e s  a r e  con ­
g r u e n t  w i t h  t he  v a r i o u s  management l e v e l s '  e x p e c t a t i o n s  in t h a t  
t op managers a r e  p a r t i c u l a r l y  i n t e r e s t e d  in manpower and 
r e p o r t i n g ;  m i d d l e  managers a r e  i n t e r e s t e d  in manpower r e q u i r e ­
ments and a l s o  m o t i v a t i n g  t h e i r  empl oyees;  and s u p e r v i s o r s  a r e  
i n t e r e s t e d  in b e t t e r  s a l a r i e s ,  and wi sh  t o  be e v a l u a t e d  f a i r l y .
Se v e r a l  a c t i v i t i e s  were r a t e d  a t  a low l e v e l  o f  im­
p o r t a n c e .  The l owest  mean was f o r  t he  top l e v e l  managers '
9 4
T a b l e  11
I n t e r g r o u p  R a n k in g s  o f  t h e  M i d d l e  M a n a g e r ' s
I d e a l  ( E x p e c t e d )  P e r f o r m a n c e  as P e r c e i v e d
by t h e  T h r e e  Management  Response  Groups
Q)
</)
Q u e s t i o n n a i r e  I tem Numbers
O cQ_ (U Top M i d d l e Superv i sory
0) 2:
C£ Managers Managers Managers
4 . 4 57
4 . 3
4 . 2 13,  53 ,  55 53
4.  1 7 ,  33 ,  61 13,  31 ,  53 ,  69 13,  31 ,  55 ,  57,
61
4 . 0 31,  65 ,  69 7,  33 ,  35 ,  55, 2 5 ,  33 ,  35 ,  69
57 ,  61 71
3 . 9 1, 3 ,  9 ,  11, 1 , 2 1 , 23 1, 7 ,  21 ,  41
15,  25 ,  41 ,  63
3 - 8 21 ,  37 ,  43 ,  59 5 ,  9 ,  15,  25 , 5 ,  15,  3 7 ,  49 ,
37 ,  41 ,  71 6 3 ,  65
3 . 7 5,  2 3 ,  2 7 ,  29 , 3 ,  11,  43 ,  47 , 9 ,  19,  23 ,  43 ,
35 ,  49 ,  71 4 9 ,  51 ,  6 3 ,  65 4 7 ,  51 ,  73
3 - 6 17,  39 ,  67 ,  73 17,  19,  29 ,  73 3 ,  11,  3 9 ,  59 ,
67
3 - 5 19,  45 ,  51 3 9 ,  5 9 ,  67 29
3 . 4 47 17,  45
3 . 3 45
3 - 2 27 27
S o u r c e :  P r i m a r y
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response t o  p a r t i c i p a t i v e  s t y l e  l e a d e r s h i p  o f  t he  m i d d l e  manager  
( 3 - 4 ) .  Top managers seem t o  f e e l  t h a t  m i d d l e  managers should  
u t i l i z e  an a u t h o r i t a r i a n  s t y l e  o f  l e a d e r s h i p .  Both m i d d l e  and 
s u p e r v i s o r y  l e v e l  managers gave a s i g n i f i c a n t l y  h i g h e r  r a t i n g  
f o r  t he  p a r t i c i p a t i v e  l e a d e r s h i p  s t y l e  ( 3 - 7 ) -  In a d d i t i o n ,  both  
mi dd l e  and s u p e r v i s o r y  l e v e l  managers f e l t  t h a t  f reedom o f  
communicat ions ( 3 - 3  and 3 - 4 )  and m o t i v a t i o n a l  s u p e r v i s i n g  ( 3 - 2 )  
were o f  r e l a t i v e l y  low i mp or t ance .  (Top l e v e l  managers gave  
t he s e  two a c t i v i t i e s  a s i g n i f i c a n t l y  h i g h e r  i mpor t ance  r a t i n g  
w i t h  means o f  3 - 5  and 3 - 7  r e s p e c t i v e l y . )
C o r r e l a t i o n  o f  t h e  i de a l  r a n k i n g s  among r espondent  groups  
was computed us i ng  t he  Spearman r a n k - o r d e r  c o e f f i c i e n t .  The 
c o e f f i c i e n t  was . 96  f o r  top vs .  m i d d l e ,  . 9 7  f o r  t op  vs.  s u p e r v i s o r y  
and . 99  f o r  m i d d l e  vs .  s u p e r v i s o r y  l e v e l  management r a n k i n g  
compar i sons .  Thus,  d i f f e r e n c e s  among t h e  respondent  g r ou ps ,  con­
c e r n i n g  t h e  m i d d l e  managers '  i d e a l  r o l e ,  were m i no r .  The  
r espondent  groups f e l t  t he  same about  t h e  i mpor t ance  spec t rum o f  
surveyed a c t i v i t i e s .  F u r t h e r ,  t he  r a n k i n g s  among t h e  respondent  
groups were  d i s t r i b u t e d  a p p r o x i m a t e l y  t he  same.
When one r espondent  group was compared w i t h  t h e  o t h e r s  on 
t he  f i v e  f u n c t i o n s  as t o  t he  i de a l  m i d d l e  manager  r o l e ,  some 
d i sa g r e e me nt  was f ound.  A l l  l e v e l s  o f  management agreed  t h a t  
t he  l e a d e r s h i p  a c t u a t i n g  f u n c t i o n  was o f  h i g h e s t  i mpo r t ance .
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In a d d i t i o n ,  top and mi d d l e  l e v e l  managers ranked p l a n n i n g  a t  the  
same h i gh  l e v e l  o f  i mpor t a nc e .  M i d d l e  managers a l s o  r a t ed  
o r g a n i z i n g  and t he  m o t i v a t i n g  a c t u a t i n g  f u n c t i o n s  in t he  h i g h e s t  
c a t e g o r y .  Ranked second in l e v e l  o f  i mpor t ance  was c o n t r o l l i n g  
by a l l  t h r e e  l e v e l s ,  and o r g a n i z i n g  and m o t i v a t i n g  by t op  managers.  
At  t he  t h i r d  l e v e l  o f  i mpor t ance  were  t he  a c t u a t i n g  f u n c t i o n  o f  
communicat ing f o r  t op and m i d d l e  l e v e l  managers ,  and p l a n n i n g ,  
o r g a n i z i n g  and m o t i v a t i n g  f o r  s u p e r v i s o r y  l e v e l  managers .  The 
lowest  l e v e l  o f  i mpor t ance  was c o o r d i n a t i n g  as p e r c e i v e d  by a l l  
t h r e e  l e v e l s  o f  management .  In a d d i t i o n ,  s u p e r v i s o r s  f e l t  t h a t  
communicat ing a c t i v i t i e s  were g e n e r a l l y  a t  t he  low l e v e l  o f  
i mpor t ance .
A n a l y s i s  and i n t e r p r e t a t i o n  o f  
I n t e r g r o u p  Rankings
The r a n k i n gs  o f  the  m i d d l e  man ag er ' s  a c t u a l  and i d e a l  
a c t i v i t i e s  ( Ta h l es  10 and 11) and t he  f u n c t i o n s  p r o v i d e  a d a t a  
base f rom which p r i o r i t i e s  may be e s t a b l i s h e d .  From t hese  
p r i o r i t i e s ,  o b j e c t i v e s  f o r  t he  m i d d l e  management r o l e  can be 
d e v e l o p e d .  These two s t eps  a r e  suggested  as b e i ng  t he  b a s i s  f o r  
f u r t h e r  s t udy  o u t s i d e  t h e  r ea l m o f  t he  p r e s e n t  s t u d y ,  because  
p r i o r i t i e s  and o b j e c t i v e s  must n e c e s s a r i l y  be s e t  by t h e  s u b j e c t  
company in o r d e r  t o  f a l l  w i t h i n  t he  p a r t i c u l a r  company' s  p o l i c i e s .
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Management I n t e r g r o u p  D i f f e r e n c e s  
The s t a t i s t i c a l l y  s i g n i f i c a n t  d i s c r e p a n c i e s  among r e s ­
pondent  group managers as t o  the  a c t u a l  and i d e a l  m i d d l e  manager  
r o l e s  were  r e p o r t e d  in T a b l e s  12 and 13 r e s p e c t i v e l y .  The 
s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e s  were computed w i t h  t h e  z 
t e s t  f o r  t he  d i f f e r e n c e  between two means a t  t he  . 05  l e v e l  o f  
s ign i f i  cance.
S i g n i f i c a n t  D i f f e r e n c e s  o f  Manager  
I n t e r g r o u p  Responses t o  P e r c e i v e d  
M i d d l e  Manager  A c t ua l  A c t i v i t i e s
Top l e v e l  managers d i s a g r e e d  w i t h  m i d d l e  managers'  
p e r c e p t i o n s  on 7 q u e s t i o n s  and w i t h  s u p e r v i s o r y  l e v e l  managers  
on 10 q u e s t i o n s  as t o  t he  m i d d l e  manager ' s  a c t u a l  r o l e  p e r f o r ­
mance.  On a l l  d i f f e r e n c e s ,  t h e  t op l e v e l  managers expr ess ed  a 
s i g n i f i c a n t l y  lower  response  mean than d i d  t he  o t h e r  two l e v e l s  
o f  management .  Top managers f e l t  t h a t  m i dd l e  managers were  not  
p e r f o r m i n g  as s a t i s f a c t o r i l y  as p e r c e i v e d  by t he  m i d d l e  managers  
on t h e  f o l l o w i n g  a c t i v i t i e s :  long range and c r e a t i v e  p l a n n i n g ,
r e c o g n i t i o n ,  est eem and c h a l l e n g e  employee m o t i v a t i o n ,  p a r t i c i ­
p a t i v e  s t y l e  l e a d e r s h i p  and knowing t he  p r i n c i p l e s  o f  good 
management t a s k s .  In a d d i t i o n ,  t op l e v e l  managers d i s a g r e e d  
w i t h  s u p e r v i s o r y  l e v e l  managers on t h e s e  same a c t i v i t i e s  in 
a d d i t i o n  t o  m o t i v a t i n g  by team work and the  c o n t r o l l i n g  
a c t i v i t i e s  o f  f o l l o w - u p ,  b u d ge t i n g  and e v a l u a t i n g .
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T a b l e  12
S i g n i f i c a n t  D i f f e r e n c e s  A m o n g  I n t e r g r o u p  
R e s p o n s e  M e a n s  f o r  t h e  M i d d l e  M a n a g e r ' s  
A c t u a l  R o l e  a s  P e r c e i v e d  b y  t h e  T h r e e  













F u n c t i o n  or  










5 P lann i ng Long range 2 . 6 3-1 _
5 > I II II 2 . 6 - 3-1
11 1 1 Gr ea t  i ve 2 . 6 3 . 0 -
29 Mot i v a t  i ng Team work 2 . 7 - 3-1
31 11 Recogn i t  i on 2 . 9 3 . 3 -
31 11 1 I 2 . 9 - 3 - 3
35 11 Esteem 2 . 6 3 . 0 -
35 1 ! 1 1 2 . 6 - 3 - 0
37 1 1 Cha11enge 2 . 6 3 . 2 -
37 1 1 1 1 2 . 6 - 3 - 4
47 Lead i ng P a r t  ic i pa t  i ve 2 . 7 3 . 2 -
47 ( 1 s t y  1 e 2 . 7 - 3 - 2
61 1 I Management 3 . 0 3 . 4 -
61 1 1 p r i n c i p l e s 3.0 . -■ 3 - 5
63 Co n t r o l  1 i ng F o l l o w - u p 3 . 3 - 3 - 6
69 i 1 Budget  i ng 3 . 4 - 3 . 8
71 1 1 Eva 1uat  i ng 3 - 2 - 3 . 5
71 1 1 11 3 . 2 3 - 5
S o u r c e :  P r i m a r y
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The o n l y  o t h e r  s i g n i f i c a n t  d i s c r e p a n c y  in p e r c e p t i o n s  
was between m i d d l e  and s u p e r v i s o r y  l e v e l  managers on e v a l u a t i n g  
empl oyees .  The e v a l u a t i n g  a c t i v i t y  was a t  a h i g h e r  i mpor tance  
l e v e l  t o  t he  s u p e r v i s o r s ,  and t h e y  seemed t o  f e e l  t h a t  mi dd l e  
managers were  a l s o  p e r f o r m i n g  t o  a h i g h e r  degree  than d i d  the  
m i d d l e  managers .  The f e e l i n g s  o f  t h e  s u p e r v i s o r s  about  the  
i mpor t ance  o f  e v a l u a t i o n  seems l o g i c a l  s i n c e  t he y  were t he  
s u b j e c t  o f  t h e  m i dd l e  managers e v a l u a t i o n .
S i g n i f i c a n t  D i f f e r e n c e  o f  Manager  
I n t e r g r o u p  Responses t o  P e r c e i v e d  
M i d d l e  Manager  I d e a l  A c t i v i t i e s
In a l l  i ns t an c e s  o f  d i s a g r e e m e n t ,  top l e v e l  managers  
were in c o n f l i c t  w i t h  m i d d l e  managers (on two q u e s t i o n s )  and 
s u p e r v i s o r y  managers (on t h r e e  q u e s t i o n s )  as t o  t h e  p e r c e i v e d  
i d e a l  r o l e  o f  t he  mi dd l e  managers .  D i f f e r e n c e s  between top and 
m i d d l e  l e v e l  managers were found on s t an d a r ds  o f  p e r f o r man ce  
and a u t h o r i t a r i a n  s t y l e  l e a d e r s h i p  a c t i v i t i e s .  D i f f e r e n c e s  
were a l s o  found between t op and s u p e r v i s o r y  l e v e l  managers on 
t h e  i d e a l  a c t i v i t i e s  o f  c r e a t i v e  p l a n n i n g ,  s t a n d a r ds  o f  p e r ­
formance and a u t h o r i t a r i a n  s t y l e  l e a d e r s h i p  a c t i v i t i e s .
On a l l  f i v e  d i s c r e p a n c i e s ,  t op l e v e l  managers f e l t  t h a t  
t he s e  a c t i v i t i e s  were a t  a s i g n i f i c a n t l y  h i g h e r  l e v e l  o f  
i mpor t ance  than d i d  t he  o t h e r  l e v e l  managers .  These r e s u l t s  
p o i n t e d  t o  t he  h i gh  l e v e l  o f  agreement  among r espondent  groups  
as t o  t he  i d e a l  r o l e  o f  t h e  m i d d l e  manager  ( T a b l e  1 3 ) .
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T a b l e  13
S i g n i f i c a n t  D i f f e r e n c e s  Among I n t e r g r o u p  
Response Means f o r  t he  M i d d l e  Manager ' s  
I d e a l  Ro l e  as P e r c e i v e d  by the Thr ee  
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12 P l a n n i n g Cr e a t  i ve 3 . 9 - 3 . 6
58 Lead i ng Per f ormance b . b 4 . 0 -
58 1 I s t a n d a r d s b . k - b .  1
60 1 1 Aut ho r  i t a r  ian 3 . 8 3 - 5 -
60 1 1 s t y l e 3 . 8 3 . 6
Source:  P r i ma r y
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A n a l y s i s  and I n t e r p r e t a t i o n  o f  
I n t e r g r o u p  D i f f e r e n c e s
D i f f e r e n c e s  among t h e  t h r e e  l e v e l  o f  management were  
between top  l e v e l  managers and t he  o t h e r  two respondent  g r oups ,  
ex c e p t  f o r  t he  e v a l u a t i v e  c o n t r o l l i n g  mi d d l e  manager a c t i v i t y .
Top l e v e l  managers f e l t  t h a t  m i d d l e  managers were a c t u a l l y  p e r -  
f o r mi ng  a t  a lower  l e v e l  than d i d  the  o t h e r  two management  
l e v e l s .  In a d d i t i o n ,  top managers a l s o  f e l t  t h a t  m i d d l e  managers  
should i d e a l l y  be p e r f o r m i n g  t he  T a b l e  13 a c t i v i t i e s  t o  a h i g h e r  
d e g r e e .
Ch apt e r  V 
CONCLUSIONS
The p r i m a r y  purpose o f  t h i s  e x p l o r a t o r y  s t udy  was t o  
d e t e r m i n e  wh e t he r  t h e r e  a r e  p e r c e i v e d  d i f f e r e n c e s  between t he  
a c t i v i t i e s  m i d d l e  managers a c t u a l l y  p e r f o r m  and t h e  a c t i v i t i e s  
t he s e  mi d d l e  managers should i d e a l l y  p e r f o r m .  From a c o n s i d e r ­
a t i o n  o f  t he  d a t a  g a t h e r e d  w i t h i n  t he  l i m i t a t i o n s  o f  t h i s  s t u d y ,  
t he  f o l l o w i n g  ma j o r  c o n c l u s i o n s  were  drawn.
The t o p ,  m i d d l e ,  and s u p e r v i s o r y  l e v e l  managers p e r ­
c e i v e d  wi de  d i s c r e p a n c i e s  between what  t he  m i d d l e  manager a c t u a l l y  
does and what  t he  m i d d l e  manager  i d e a l l y  should  do p e r t a i n i n g  t o  
t h e  a c t i v i t i e s  l i s t e d  in t he  "Management  F u n c t i o n  and Role  
S u r v e y . "  In g e n e r a l ,  t h e  t h r e e  l e v e l s  o f  management agreed  t h a t  
t he  m i d d l e  managers a r e  no t  engagi ng  in t h e s e  a c t i v i t i e s  as much 
as t h e y  would l i k e .  T h i s  was t r u e  f o r  a l l  t h e  ma j or  f u n c t i o n s  
o f  p l a n n i n g ,  o r g a n i z i n g ,  a c t u a t i n g ,  c o n t r o l l i n g ,  and c o o r d i n a t i n g .  
In a d d i t i o n ,  t he s e  d i f f e r e n c e s  between t h e  a c t u a l  and i d e a l  
m i d d l e  manager  r o l e s  was a p p a r e n t  in t he  m o t i v a t i o n  and i n c e n t i v e ,  
communi ca t i on ,  and l e a d e r s h i p  a c t u a t i n g  a c t i v i t i e s .
Top l e v e l  managers i n d i c a t e d  more i n c o n s i s t e n c i e s  (95 
p e r c e n t )  between a c t u a l  and i d e a l  m i dd l e  manager  r o l e s  than  d i d  
s u p e r v i s o r y  (76 p e r c e n t )  and m i d d l e  managers t hemse l ves  (84  
p e r c e n t ) .  Top managers were  t he  s e v e r e s t  c r i t i c s  when asked  
what  t h e i r  m i d d l e  managers '  i d e a l  management r o l e  should be.
102
103
Ranking o f  t he  m i dd l e  manager a c t u a l  and i d e a l  r o l e  a c t i v i t i e s  
by t he  t h r e e  l e v e l s  o f  management were  c o n g r u e n t .  Top,  m i d d l e  
and s u p e r v i s o r y  l e v e l  managers ranked h i g h e s t  t he  a c t u a l  m i d d l e  
managers '  r o l e s  o f  l e a d e r s h i p  speak i ng  a b i l i t y ,  p e r f o r man ce  
s t a n d a r d s ,  a u t h o r i t a r i a n  s t y l e  and b ud g e t a r y  c o n t r o l .  T h e r e  was 
a l s o  agreement  as t o  the  most i m p o r t a n t  a c t i v i t i e s  mi dd l e  
managers should i d e a l l y  p e r f o r m.  Of  h i g h e s t  i mpor t ance  were  t he  
a c t i v i t i e s  o f  d e p a r t me n t a l  o r g a n i z i n g ,  r e c o g n i z i n g  employee  
a c h i e v e m e n t ,  and the l e a d e r s h i p  a c t i v i t i e s  o f  speak i ng  a b i l i t y ,  
h i gh  p er f o r mance  s t a n d a r d s ,  c o n f i d e n c e ,  and knowing t he  p r i n c i p l e s  
o f  good management .
Compar ison o f  t h e  t h r e e  l e v e l  o f  managements'  r a n k i n g s  
r e v e a l e d  a v e r y  h i gh  degree  o f  c o r r e l a t i o n  between t he  a c t u a l  and 
i d e a l  m i d d l e  managers r o l e s .  In a d d i t i o n ,  t h e r e  was a l s o  a h i gh  
de gr e e  o f  c o r r e l a t i o n  among the  management l e v e l s  as t o  t he  
r a n k i n g  o f  t h e  a c t u a l  r o l e s  and t h e  r a n k i n g  o f  t he  i d e a l  m i d d l e  
manager  r o l e s .
Some o f  t he  reasons f o r  t he  r e s p o n d e n t s '  s i g n i f i c a n t  
d i f f e r e n c e s  in a c t u a l  and i d e a l  responses mi ght  be t h e  f o l l o w i n g :
1. M i d d l e  managers may a c t u a l l y  o f f e r  and p e r f o r m  t he  
s t a t e d  s e r v i c e s ,  but  a r e  f a i l i n g  t o  a d v e r t i s e  o r  promote t he  
a v a i l a b l e  s e r v i c e s .  Top and s u p e r v i s o r y  l e v e l  managers mi g h t  not  
know t h e s e  s e r v i c e s  a r e  o f f e r e d .
2 .  Perhaps t he  m i d d l e  managers r e a l l y  a r e  n ot  p e r f o r m i n g
) 0 k
many o r  some o f  t he  a c t i v i t i e s  d e s i g n a t e d  in t h e  s u r v e y ,  a t  l e a s t  
not  t o  a l e v e l  a c c e p t a b l e  by the top and s u p e r v i s o r y  l e v e l  
manager s .
3.  M i d d l e  managers may have a work o v e r l o a d  and may not  
be a b l e  t o  p e r f o r m  t o  an a c c e p t a b l e  l e v e l  because o f  a l l  o f  the  
a c t i v i t i e s  in which he is engaged.
k .  Perhaps t he  m i d d l e  managers r o l e  may not  have been 
d e f i n e d  a d e q u a t e l y  and both m i d d l e  managers and t he  v a r i o u s  l e v e l  
managers a r e  unaware o f  t h e  m i d d l e  managers j o b  d e s c r i p t i o n .
5-  Poor communicat ions f rom t h e  top l e v e l  and s u p e r ­
v i s o r y  l e v e l  managers as t o  what  is e x pec t ed  o f  t he  m i d d l e  manager  
may be t he  reason f o r  t he  s i g n i f i c a n t  d i f f e r e n c e  in obser ved and 
e x pec t ed  r o l e s  o f  t he  m i dd l e  manager .
The r e s u l t s  o f  t h i s  s tudy  p r o v i d e  a d a t a  base f o r  f u t u r e  
recommendat ions f o r  p r i o r i t i e s  o f  a c t i v i t i e s  needed in u pgr ad i ng  
t h e  pe r f or mance  o f  m i d d l e  managers in t he  s u b j e c t  company.
RECOMMENDATIONS FOR FURTHER STUDY
In t h i s  p r e s e n t  s tudy  t o  d e t e r m i n e  t h e  d i f f e r e n c e s  between  
t he  a c t u a l  and i de a l  m i d d l e  manager  r o l e s  as p e r c e i v e d  by v a r i o u s  
p u b l i c s  in a bus i ness  e n t e r p r i s e ,  a ma j or  goal  was t o  p r o v i d e  d a t a  
f rom whi ch  t o  assess t he  needs a n d / o r  e x p e c t a t i o n s  o f  t h e  popu­
l a t i o n s  t o  be served  by t h e  m i d d l e  managers.  The d a t a  in t h i s  needs 
assessment  may be u t i l i z e d  t o  d e t e r m i n e  t he  p e r c e i v e d  a r ea s  f o r  
emphasis and e f f o r t  t o  upgrade the  pe r f o r ma nc e  o f  m i d d l e  managers.
In o r d e r  t o  a c c o mpl i s h  t he  s t a t e d  g o a l ,  i t  was n e c e s s a r y  t o  proceed  
m e t h o d i c a l l y  t h r ough  f o u r  needs assessment  s t a g e s :  ( l )  i d e n t i f y i n g
t he  p o p u l a t i o n s  t o  be served  by t h e  t a r g e t  g r oup ,  (2)  i d e n t i f y i n g  
t he  a r e a s  o f  concerns o f  t he  p o p u l a t i o n s  t o  be s e r v e d ,  (3)  c o l l e c t i n g  
d a t a ,  and (A) a n a l y z i n g  t he  d a t a .  S e t t i n g  p r i o r i t i e s  f rom the  i n f o r ­
mat i on  g a t h e r e d  in t h i s  s t u d y ,  t h e  n e x t  s t ep  in t h e  o v e r a l  1 p e r f o r ma n c e  
improvement  p l a n  l o g i c a l l y  forms t h e  b a s i s  f o r  f u r t h e r  s t udy  o f  t he  
m i d d l e  manager ' s  r o l e  in t he  s u b j e c t  f i r m .
I t  is recommended t h a t  a c ommi t t ee  o f  d e c i s i o n - m a k e r s  who 
a r e  r e p r e s e n t a t i v e  o f  t he  p u b l i c s  surveyed in t h i s  s t u d y  e s t a b l i s h  
t h e  p r i o r i t i e s  o f  t he  i d e n t i f i e d  management needs o f  t he  p o p u l a t i o n s  
t o  be s e r v e d .  In o r d e r  t o  e s t a b l i s h  p r i o r i t i e s  f o r  m i d d l e  manager  
a c t i v i t i e s  in t he  s u b j e c t  f i r m ,  t h e  d e c i s i o n - m a k e r s  must f i r s t  
o r g a n i z e  a p r i o r i t y  l i s t  o f  needs f rom t he  d a t a  p r e s e n t e d  in t h i s  
s t u d y .  From t h i s  l i s t i n g  o f  p r i o r i t i e s ,  t hey  w i l l  need t o  d e f i n e
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t he  e x i s t i n g  c o n d i t i o n s  and changes t h a t  shoul d  be made as i d e n t i f i e d  
by t he  p r i o r i t y  l i s t i n g  o f  management needs.
A f t e r  s e t t i n g  p r i o r i t i e s  f o r  change in t h e  m i d d l e  management  
a c t i v i t i e s ,  t he  nex t  s t ep  n e c e s s i t a t i n g  f u r t h e r  s t udy  would be t h a t  
o f  d e v e l o p i n g  me a s ur a b l e  management o b j e c t i v e s  whi ch would be s t a t e d  
in terms o f  t he  d e s i r e d  outcomes.  In o r d e r  t o  f o r m u l a t e  t h e s e  ob ­
j e c t i v e s ,  such f a c t o r s  as t he  c o n d i t i o n s  under  whi ch  t he  o b j e c t i v e s  
can be a c h i e v e d ,  t he  t i me  f o r  ac h i e v e m e n t  o f  t h e  o b j e c t i v e s ,  t he  
u t i l i z a t i o n  o f  p e r son ne l  and r e s o u r c e s ,  and a p p r a i s a l  t e c h n i q u e s  f o r  
measur i ng  the  ach i evemen t  o f  the  o b j e c t i v e s  would need t o  be d e s c r i b e d  
and d e f i n e d .
Because o f  t he  n a t u r e  o f  a needs a s s e s s me n t ,  t he  p r oc e du r e  
is never  r e a l l y  f i n a l i z e d .  A f t e r  o b j e c t i v e s  and t a s k s  have been 
e s t a b l i s h e d ,  t h e r e  must be an ongoi ng  e v a l u a t i o n  o f  t he  pr ogr a m' s  
pr ogr ess  and o f  t he  need f o r  m o d i f i c a t i o n .  T hus ,  t h e  needs a s s e s s ­
ment comes f u l l  c y c l e  because o f  t he  n e c e s s i t y  t o  go once a g a i n  t o  
t he  p o p u l a t i o n s  t o  be served  f o r  i n p u t .  I t  i s  recommended t h a t  t he  
bus i ness  e n t e r p r i s e  p r o v i d e  a c o n t i n u i n g  e v a l u a t i o n  o f  t he  r o l e  and 
f u n c t i o n  o f  i t s  m i d d l e  managers so as b e s t  t o  meet  t h e  needs o f  t h e  
p u b l i c s  t h e y  s e r v e .
As a consequence o f  t h i s  s t u d y ,  a d d i t i o n a l  aims mi ght  be:  
t o  p r o v i d e  u s e f u l  d a t a  f o r  t op and m i d d l e  management t o  a i d  them in 
a c c u r a t e l y  d e f i n i n g  t he  r o l e  and f u n c t i o n s  o f  t h e  m i d d l e  managers;
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t o  p r o v i d e  t he  m i d d l e  manager  w i t h  i n f o r m a t i o n  w i t h  which t o  make 
a s e l f - a s s e s s m e n t  o f  h i s  r o l e  in t he  o r g a n i z a t i o n a l  s e t t i n g ;  and 
f i n a l l y ,  t o  p r o v i d e  a b a s i s  f o r  c o n s i s t e n c y  o f  agreement  w i t h i n  
p r o f e s s i o n a l  groups as t o  t h e i r  p e r c e p t i o n  o f  t he  p r o p e r  r o l e  and 
f u n c t i o n  o f  t h e  m i dd l e  manager .
An a d d i t i o n a l  recommendat ion is t o  use t he  needs assessment  
and p e r f o r ma n c e  improvement  p l a n  a t  o t h e r  l e v e l s  o f  management .
Thus ,  top management or  s u p e r v i s o r y  management mi ght  be s e l e c t e d  as 
the  t a r g e t  group f o r  a n a l y s i s .  A l s o ,  a t a r g e t  group may be chosen  
f o r  compar ison between t he  f u n c t i o n a l  depar t ment s  o f  p r o d u c t i o n ,  
m a r k e t i n g  and f i n a n c e .
The o r i g i n a l  idea o f  t h e  a u t h o r  was t o  f o l l o w  t he  "needs  
assessment "  q u e s t i o n  f o r ma t  as o u t l i n e d  in A c c o u n t a b i l i t y  and 
Guidance S e r v i c e s : ( 1 9 7 3 ) -  T h i s  approach t o  t he  s t udy  o f  management
needs was not  a l l o w e d  by t he  a u t h o r ' s  f i r s t  c ommi t t ee  and t h e  s t udy  
proceeded a c c o r d i n g  t o  t h e i r  recommendat i ons .  Use o f  t he  
r e f e r e n c e d  q u e s t i o n  f o r m a t ,  t he  w r i t e r  b e l i e v e s ,  would have  
improved t h i s  s t udy  as an i n v e s t i g a t i o n  o f  t he  needs o f  t he  mi dd l e  
managers and h i s  p u b l i c s .
)
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To:  S e l e c t e d  Company Management Personnel
S u b j e c t :  Management F u n c t i o n  and Rol e  Survey f o r  Ph.D.  
D i s s e r t a t  i o n .
I would l i k e  t o  r eq u e s t  your  h e l p  in c o m p l e t i n g  the  a t t a c h e d  
q u e s t i o n n a i r e  which is be i ng  d i s t r i b u t e d  t o  a few s e l e c t e d  i n d i v i d u a l s  
in management a t  t h i s  company.
H o p e f u l l y ,  c o m p l e t i o n  o f  t h e  q u e s t i o n n a i r e  w i l l  r e q u i r e  l ess  
than t w e n t y - f i v e  mi nut es  o f  your  t i me  and can be done a t  your  conve ­
n i e n c e .  P l ea s e  n ot e  t h a t  no pe r s o n a l  i n f o r m a t i o n  is t o  be f i l l e d  in on 
t he  answer  sheet  s i n c e  a l l  responses w i l l  be o f  a c o n f i d e n t i a l  n a t u r e .
Your  c o o p e r a t i o n  and a s s i s t a n c e  in t h i s  sur vey  w i l l  be a p p r e ­
c i a t e d  v e r y  much. P l e a s e  f o l l o w  t he  i n s t r u c t i o n s  c a r e f u l l y  in f i l l i n g  
out  t he  answer  shee t  and p l e a s e  not e  t h a t  t he  answer  sheet  has e i g h t  
columns o f  f i v e  responses in each row.  A f t e r  c o m p l e t i n g  t he  answer  
sheet  p l e a s e  ma i l  i t  and t he  q u e s t i o n n a i r e  t o :
Company c o n t a c t :  
Ma i 1 Number :
S i n c e r e 1y ,
Don E. F r e i w a l d
V i c e  P r e s i d e n t  o f  I n d u s t r i a l  
Re 1 a t  i o n s .
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MANAGEMENT F U N C T I O N  & ROLE SURVEY
T h i s  q u e s t i o n n a i r e  is p a r t  o f  a s t udy  des i gned  t o  l e a r n  
more about  how p e op l e  work t o g e t h e r .  The aim is t o  d e t e r m i n e  the  
a c t u a l  and i d e a l  r o l e  and f u n c t i o n s  o f  m i d d l e  management in the  
work s i t u a t i o n .  M i d d l e  managers a r e  Manager  o r  C h i e f  between upper  
management ( d i r e c t o r ,  g e n e r a l  manager ,  p r e s i d e n t ,  v i c e  p r e s i d e n t ,  
c h i e f  e x e c u t i v e  o f f i c e r  o r  e q u i v a l e n t )  and s u p e r v i s o r y  management  
( f i r s t - l i n e  s u p e r v i s i o n ) .
I f  t h i s  s t udy  is t o  be h e l p f u l ,  i t  i s i mp o r t an t  t h a t  you 
answer  each q u e s t i o n  as t h o u g h t f u l l y  and f r a n k l y  as p o s s i b l e .  THIS  
IS NOT A TEST and t h e r e  a r e  no r i g h t  o r  wrong answers .  The impor ­
t a n t  t h i n g  is t h a t  you answer  t he  q u e s t i o n  the  way you see t h i n g s  
o r  t he  way you f e e l  about  them.
The compl e ted  q u e s t i o n n a i r e s  a r e  processed by automated  
equi pment  which summar ize t he  answers in s t a t i s t i c a l  form so t h a t  
i n d i v i d u a l s  cannot  be i d e n t i f i e d .  To ensur e  COMPLETE CONFIDEN­
T I A L I T Y  p l e a s e  do not  w r i t e  your  name anywhere on the  computer  
answer  s h e e t .
In advance ,  we wi sh  t o  t h a n k  you f o r  your  p a r t i c i p a t i o n  in 
t h i s  s t u d y .  I t  is t h r ough  management ' s  c o o p e r a t i o n  such as t h i s  
t h a t  we a l l  advance our  u n d e r s t a n d i n g  o f  t he  process  o f  management .
DIRECTIONS:
1. Answers a r e  t o  be f i l l e d  in on t he  computer  s h e e t ,  not  on t he  
quest  ionna i r e .
2.  P l e a s e  use a number 2 l ead p e n c i l .
-  Make heavy b l a c k  marks t h a t  f i l l  t h e  answer  spaces.
-  Erase c l e a r l y  any answer  you wi sh  t o  change.
-  Make no s t r a y  mar k i ngs  o f  any k i n d .
3.  P l ea s e  do not  f i l l  o u t  any o f  t he  p e r s o n a l  i n f o r m a t i o n  b l anks  
on t he  computer  s h e e t s .  The o n l y  b l an k s  t o  be f i l l e d  in a r e  
t he  answer  spaces numbered 1 t h r ough  77 ( i n  t he  w h i t e  s e c t i o n ) .
k .  Remember t h e  v a l u e  o f  t h e  s t udy  depends upon your  be i ng
s t r a i g h t f o r w a r d  in a n swer i n g  t h i s  q u e s t i o n n a i r e .  You w i l l  not  
be i d e n t i f i e d  w i t h  your  answer s .
5.  T h i s  q u e s t i o n n a i r e  is d es i gned  f o r  a u t o m a t i c  s cann i ng  o f  your
responses on t h e  answer  s h e e t s .  Read t he  answer  c a t e g o r i e s  
o v e r  c a r e f u l l y .  Then answer  t h e  q u e s t i o n  by b l a c k e n i n g  in t he  
l e t t e r e d  space under  t he  answer  you want  t o  g i v e  as i l l u s t r a t e d  
in t h i s  example:
1 1 4
QUESTION SHEET ANSWER SHEET
TO WHAT EXTENT DOES MIDDLE MANAGEMENT IN YOUR 
DEPARTMENT:
1. Counsel  employees about  t h e i r  p e r s o n a l  problems?  
(How much is t h e r e  now?) 1.
2.  How much shoul d  t h e r e  be? 2.
A B C D E
U
You a r e  t o  mark t he  l e t t e r  on t he  s c a l e  t h a t  r e p r e s e n t s  t he  
amount o f  a c t i v i t y  be i n g  r a t e d .  L e t t e r  A r e p r e s e n t s  low o r  minimum
amounts and E r e p r e s e n t s  h i gh  or  maximum amounts.  I f  you t h i n k  t h e r e  
is " v e r y  l i t t l e "  o r  "none"  o f  the  a c t i v i t y  p r e s e n t l y  per f ormed w i t h  
the  p o s i t i o n ,  you would mark t he  l e t t e r  A.  I f  you t h i n k  t h e r e  is 
" l i t t l e "  you would mark B. I f  you t h i n k  t h e r e  is " a v e r a g e "  mark C.  
Ma r k i ng  D would de no t e  a " g r e a t  deal  but  not  a maximum a mount , "  and 
E would deno t e  a "maximum" amount o f  t h e  a c t i v i t y .
Each management  a c t i v i t y  b e i n g  i n v e s t i g a t e d  is p r e s e n t e d  in a
two p a r t  f o r ma t  ( 1 ,  & 2 ;  3 ,  5 e t c . ) .  The above example shows t h a t
t h e r e  is c u r r e n t l y  an " a v e r a g e "  o r  s u f f i c i e n t  amount o f  c o u n s e l i n g  
by m i d d l e  management in your  d e p a r t me n t  ( t h e  C r esponse  on answer  
s hee t  t o  # 1 ) .  The response t o  q u e s t i o n  f t2 (B marked on answer  s he e t )  
shows t h a t  t h e r e  shoul d  be,  in your  o p i n i o n ,  a " l i t t l e "  o r  some l ess  
c o u n s e l i n g  a c t i v i t y  per f or med  by m i d d l e  management in your  depar t ment
Now t h a t  you have compl e t ed  t he  i n s t r u c t i o n s ,  p l e a s e  begi n  
w i t h  t he  f i r s t  q u e s t i o n  o f  t h e  s u r v e y  on t he  f o l l o w i n g  page and mark 
your  response on t he  answer  s h e e t  p r o v i d e d .
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MANAGEMENT FUNCTION AND ROLE SURVEY 
TO WHAT EXTENT DOES MIDDLE MANAGEMENT IN YOUR DEPARTMENT:
1. Have c l e a r - c u t ,  r e a s o n a b l e  g o a l s  and o b j e c t i v e s ?
2.  How much should t h e r e  be?
3.  E f f e c t i v e l y  make s h o r t  range p l ans  f o r  t he  d epar t ment ?  
k .  How much should  t h e r e  be?
5.  E f f e c t i v e l y  make long range p l ans  f o r  the  depar t ment ?
6.  How much should  t h e r e  be?
7.  E f f e c t i v e l y  p l an  manpower r e q u i r em e n t s  f o r  your  depar t ment ?
8.  How much should t h e r e  be?
9.  E f f i c i e n t l y  a l l o c a t e  resources?
10.  How much should t h e r e  be?
11.  Resear c h ,  i n v e s t i g a t e  and c r e a t e  new ideas?
12.  How much should t h e r e  be?
13.  O r g a n i z e  h i s  d e p a r t me n t  o r  group e f f e c t i v e l y ?
1A. How much should  t h e r e  be?
15.  S e n s i b l y  o r g a n i z e  work a c t i v i t i e s  in h i s  depar t ment ?
16.  How much should  t h e r e  be?
17.  Schedul e  work t a s k s  and a c t i v i t i e s ?
18.  How much should t h e r e  be?
TO WHAT E X T E N T  DOES M I D D L E  MANAGEMENT I N  YOUR DE P A R T M E N T :
19.  O r g a n i z e  manpower work ass i gnments  ( s t a f f i n g ) ?
20.  How much should t h e r e  be?
21.  D e l e g a t e  a u t h o r i t y  t o  h i s  s u b o r d i n a t es ?
22 .  How much should t h e r e  be?
23.  See t o  i t  t h a t  l a z y  employees ge t  t o  work?
24.  How much should t h e r e  be?
25 .  Give  s u f f i c i e n t  monet ar y  compensat ion?
26 .  How much should t h e r e  be?
27.  Put  p r e s s u r e  on t he  employee t o  a ccomp l i sh  the  work  task?
28 .  How much should t h e r e  be?
29.  Work w i t h  s p e c i a l i s t s  a n d / o r  employees t o  h e l p  employees
do t h e i r  j o b s  more e f f e c t i v e l y  and e f f i c i e n t l y .
30.  How much should t h e r e  be?
3 1 . Give  t he  o p p o r t u n i t y  f o r  pe r s ona l  growth and deve l opment  
o f  h i s  s u b o r d i n a t e s ?
32.  How much should t h e r e  be?
33-  Recogn i ze  and g i v e  t he  f e e l i n g  o f  w o r t h w h i l e  accompl i shment  
34.  How much should t h e r e  be?
35-  He l p  employees o b t a i n  t he  f e e l i n g s  o f  s e l f - e s t e e m  and the
esteem o f  o t h e r s ?
36.  How much should  t h e r e  be?
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TO WHAT EXTENT DOES MIDDLE MANAGEMENT IN YOUR DEPARTMENT:
37-  P r o v i d e  c h a l l e n g i n g  work ass ignment s?
38.  How much should  t h e r e  be?
39-  A d e q u a t e l y  f u l f i l ]  the needs o f  employees f o r  i n f o r m a t i o n  
about  what  is go i ng  on in o t h e r  d epar t ment s?
k O . How much shoul d  t h e r e  be?
A l .  Give  t he  f e e l i n g  o f  b e i ng  informed about  h i s  d e p a r t me n t a l  
a c t  i v i t  i es?
A2. How much should th e re  be?
A3. C ons u l t  w i t h  employees and s u b o r d i n a t e s  about  s p e c i f i c  
t r o u b l e s  e n c o u n t e r e d  w i t h  t he  work s i t u a t i o n ?
AA. How much should  t h e r e  be?
A5- In n e a r l y  a l l  s i t u a t i o n s ,  a l l o w  t he  employees t o  say
a n y t h i n g  h e / s h e  wants w i t h o u t  c o r r e c t i n g  o r  p u n i s h i n g  h i m/ he r ?
A6. How much shoul d  t h e r e  be?
A7- A l l o w  p a r t i c i p a t i v e  s t y l e  l e a d e r s h i p ?
A8. How much should  t h e r e  be?
A9 . Hold group mee t i ngs  where he and h i s  employees can r e a l l y  
d i sc u s s  t h i n g s  t o g e t h e r  and work on problems in t he  work  
s i t u a t  i on?
50 .  How much should  t h e r e  be?
51 .  Show f r i e n d l i n e s s  t o  employees.
52.  How much shoul d  t h e r e  be?
53* Give  you t he  f e e l i n g  o f  c o n f i d e n c e  and t r u s t  in him?
5 k .  How much shoul d  t h e r e  be?
1 1 9
TO WHAT E X T E N T  DOES M I D D L E  MANAGEMENT I N  YOUR DEP A R T M E N T :
55.  Do p e o p l e  pay a t t e n t i o n  t o  what  he is say i ng?
56.  How much should  t h e r e  be?
57-  M a i n t a i n  h i gh  s t an d a r d s  o f  per formance?
58.  ■ How much should t h e r e  be?
59-  Use a u t h o r i t y  in h i s  l e a d e r s h i p  s t y l e ?
60.  How much should  t h e r e  be?
61.  Know t he  p r i n c i p l e s  o f  good management?
62 .  How much should  t h e r e  be?
6 3 . F o l l o w - u p  the  work s i t u a t i o n ?
64.  How much should t h e r e  be?
6 5 . Keep u p - t o - d a t e  and a c c u r a t e  records?
66.  How much should t h e r e  be?
67 .  V e r i f y  work pr ogr ess?
68 .  How much should  t h e r e  be?
6 9 . Meet  b u d ge t a r y  r e q u i re me n t s ?
70 .  How much should t h e r e  be?
71 .  E v a l u a t e  you c o r r e c t l y ?
72 .  How much should t h e r e  be?
73-  C o o r d i n a t e  t he  v a r i o u s  a s p e c t s  o f  t he  work program?
74.  How much shoul d  t h e r e  be?
1 2 0
Pl e a s e  answer  t he  f o l l o w i n g  i t ems.
75 .  Management l e v e l  (mark one)
A) Upper  management ( D i r e c t o r  and above)
B) M i d d l e  management (Manager  o r  C h i e f )
C) S u p e r v i s o r y  management ( f i r s t - l i n e  s u p e r v i s i o n )
76.  Your  d e p a r t me n t  ( a l s o  see #77)
A) P r o d u c t i o n  £ O p er a t i o n s
B) E n g i n e e r i n g  £ Research
C) I n d u s t r i a l  R e l a t i o n s  £ Personnel
D) Q u a l i t y  Assurance
E) M a t e r i a l s
11.
A) M a r k e t i n g
B) Program O f f i c e
C) L o g i s t i c s  £ Suppor t
D) Genera l  C o u n c i l ,  C o n t r a c t s  £ E s t i m a t i n g
E) F i nance
A P P E N D I X  B
A c t u a l  and I d e a l  Response  Means f o r  t h e
M i d d l e  M a n a g e r ' s  R o l e  as P e r c e i v e d
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P l a n n i n g  Act  i v i t  i es
1 Goals & O b j e c t i v e s 3 - 4 3 • 9 * 3 . 3 3 - 9 * 3 . 2 3 . 9 *
3 Shor t  range 3 . 0 3 - 9 * 3 . 2 3 . 7 * 3 . 2 3 - 6 *
5 Long range 2 . 6 3 - 7 * 3 .1 3 . 8 * 3 .1 3 . 8 *
7 Manpower 3 - 3 4.  1* 3 . 2 4.  0 * 3 . 2 3 • 9 *
9 Resource 3 - 0 3 - 9 * 3 . 1 3 . 8 * 3 . 0 3 . 7 *
11 C r e a t  i ve 2 . 6 3 - 9 * 3 . 0 3 • 7 * 2 . 9 3.  6 *
O r g a n i z i n g  A c t i v i t i e s
13 D e p a r t m e n t a 1 3 - 4 4.  2 * 3 . 5 4 . 1  * 3 . 4 4 . 1  *
15 Act  i v i t  i es 3.1 3 - 9 * 3 - 3 3 . 8 * 3 - 4 3.  8 *
17 Schedul e 2 . 9 3.  6 * 3 .1 3 . 6 * 3 . 2 3 - 4
19 Work ass i gnment s 2 . 9 3 • 5 * 3 - 2 3 . 7 * 3 . 3 3 . 7 *
21 D e l e g a t e  A u t h o r i t y 3 - 3 3 . 8 * 3 - 5 3 - 9 * 3 . 5 3.  9 *
A c t u a t i n g  A c t i v i t i e s
M o t i v a t i o n  S I n c e n t i v e  A c t i v i t i e s
23 Lazy employees 2 . 8 3 - 7 * 3 . 0 3 . 9 * 3 . 0 3 . 7 *
25 Monet ar y 3 . 0 3 . 9 * 3 .1 3 . 8 * 3 . 1 4 .  0*
27 Superv  i s i ng 3 . 0 3 - 5 * 3 - 3 3 . 2 3 . 3 3 - 2
29 Team work 2 . 7 3 . 5 * 3 . 0 3 .  6 * 3-1 3 . 5 *
31 Recogni  t  ion 2 . 9 4 . 0 * 3 . 3 4 . 1  * 3 - 3 4 . 1  *
33 Ach i evement 3 . 0 4 . 1 * 3 . 2 4.  0 * 3 . 2 4 . 0 *
35 Esteem 2 . 6 3 - 7 * 3 - 0 4 .  0 * 3 . 0 4 .  0*
37 Cha11enge 2 . 6 3 . 8 * 3 . 2 3 . 8 * 3 . 4 3 . 8 *
Communicat ion A c t i v i t i e s
39 De p a r t me n t a l 2 . 7 3 . 6 * 2 . 7 3 . 5 * 2 . 8 3 . 6
41 Company 3 . 2 3.  9 * 3 . 5 3 . 8 * 3 - 5 3 . 9 *
43 Work 3.1 3 . 8 * 3 - 3 3 - 7 * 3 . 3 3 - 7 *
45 F reedom 3 . 0 3 . 5 * 3 . 1 3 . 3 3 - 0 3.  4*
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A p p e n d i x  B ( C o n t i n u e d )




































L ea d e r sh i p  A c t i v i t i e s  
Pa r t  i c i pa t  i ve 2 . 7 3 . 4 * 3 - 2 3 . 7 * 3 - 2 3 . 7 s
49 Group meet i ngs 3.1 3 • 7 * 3-1 3 . 7 * 3 . 2 3.8--
51 Fr iend 1 i ness 3 - 3 3 - 5 3 - 5 3 - 7 3 . 4 3 - 7
53 Co n f i d e n c e  S t r u s t 3 . ^ 4 . 2 * 3 . 5 4 . 1  * 3 . 6 4 . 2
55 Speak i ng a b i 1 i t y 3 - 6 A. 2 * 3 . 6 4.  0 * 3 . 8 4.1
57 Per f or mance 3 . 5 4 . 4 * 3 - 6 4.  0* 3 . 7 4.1
59 A u t h o r i  t a r i a n 3 . 6 3 . 8 3 . 6 3 - 5 3 - 7 3 . 6
61 Management P r i n c i p l e s 3 - 0 4.1  * 3 . 4 4 .  o* 3 . 5 4 . 1 -
63
C o n t r o l l i n g  A c t i v i t i e s  
F o l 1ow-up 3 - 3 3 • 9* 3 . 5 3 - 7 3 . 6 3 . 8
65 Good r ecor ds 3 - 3 4 . 0 * 3 . 4 3 • 7* 3 . 6 3 - 8
67 Ver  i f  i c a t  ion 3 - 2 3.  6 * 3 - 3 3 - 5 3 . 5 3 . 6
69 Budget  i ng 3 . 4 4.  o* 3 . 7 4 . 1 * 3 . 8 4 . 0
71 Eva 1ua t  i ng 3 . 2 3 - 7 * 3 . 2 3 . 8 * 3 . 5 4 . 0 -
73
C o o r d i n a t i n g  A c t i v i t i e s  
Coord i na t  i ng 3 . 2 3 . 6 * 3 . 3 3 . 6 * 3 . 3 3-7-'
■ ' D i f f e r e n c e s  b e t w e e n  t h e  a c t u a l  a n d  i d e a l  
m i d d l e  m a n a g e r  r o l e s  w e r e  s i g n i f i c a n t  a t  
t h e  . 0 5  l e v e l  o f  s i g n i f i c a n c e  ( c h i  s q u a r e ) .
S o u r c e :  P r i m a r y
VI T A
Don Edward F r e i w a l d  was born in D e t r o i t ,  M i ch i gan  on June 2 k ,  1932,  
t he  son o f  Ida M a r i e  F r e i w a l d  and Elmer  Andrew F r e i w a l d .  In 1950,  he 
e n t e r e d  H i l l s d a l e  C o l l e g e ,  a t  H i l l s d a l e ,  M i c h i g a n  a f t e r  c o m p l e t i n g  h i s  
work a t  the  S o u t h e a s t e r n  High School ,  D e t r o i t ,  M i c h i g a n .  He r e c e i v e d  the  
degr ee  o f  Ba c h e l o r  o f  Sc i ence  in C h emi s t r y  f rom H i l l s d a l e  C o l l e g e  in 
May,  195^.  Dur i ng  t he  f o l l o w i n g  f i v e  yea r s  he was employed as a r e s e a r ch  
chemi s t  a t  t he  Dow Chemical  Company in M i d l a n d ,  M i c h i g a n .  From 1959 u n t i l  
1962 he was employed as a r e s e a r c h  chemi s t  a t  the  U. S .  Rubber Company in 
D e t r o i t ,  M i c h i g a n .  He was nex t  employed as a M a n u f a c t u r i n g  En g i n e e r  a t  
L i n g - Temco- Voug ht ,  Aerospace  D i v i s i o n ,  in D a l l a s ,  Texas .  In September ,  
1970,  he e n t e r e d  t he  Gr aduat e  School  o f  t he  U n i v e r s i t y  o f  Texas a t  
A r l i n g t o n .  He r e c e i v e d  t he  degree  o f  Mas t e r s  o f  Business A d m i n i s t r a t i o n  
f rom t he  U n i v e r s i t y  o f  Texas a t  A r l i n g t o n ,  A r l i n g t o n ,  Te x a s ,  in May,  1973-  
In June ,  197^,  he e n t e r e d  the  d o c t o r a l  program ( P h . D . )  in t h e  Management  
Depar t ment  o f  t he  School  o f  Business A d m i n i s t r a t i o n  o f  t he  L o u i s i a n a  
S t a t e  U n i v e r s i t y  a t  Baton Rouge.  He has a w i f e ,  N a d i n e ,  and f i v e  c h i l d r e n .
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